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Dear  Supervisor: 

The  recent  success  of  state  government  in  Massachusetts  reflects 
the  hard  work,  pride  and  performance  of  its  workforce.   Improved 
service  to  the  citizens  of  the  Commonwealth  has  been  a  hallmark 
of  this  administration  and  recognition  must  be  shared  with  all 
state  employees  who  have  contributed  to  its  successes. 

The  Employee  Performance  Review  System  (EPRS)  is  another  of 
several  programs  which  will  ensure  continued  achievement  of  our 
goals.   EPRS  provides  an  essential  tool  for  planning  and  communi- 
cation between  employee  and  supervisor.   Further,  it  enables  all 
employees  and  supervisors  to  effect  directly  the  missions  of  their 
agencies. 

Together,  the  Unions,  the  Office  of  Employee  Relations  and  the 
Department  of  Personnel  Administration  have  negotiated  and  designed 
a  review  program  which  offers  employees  the  opportunity  to  know  how 
their  performance  can  contribute  to  excellence  in  state  government. 
This  knowledge  can  be  a  source  of  personal  pride  for  each  employee. 

With  your  support  and  assistance,  EPRS  will  allow  and  encourage 
every  employee  to  recognize  and  to/achieve  his  or  her  potential 
and  to  bring  state  agencies  close^'to  realizing  their  goals.   The 
Commonwealth  of  Massachusetts  AWf   model  state  of  which  we  can  all 
be  proud.   Our  reputation  re^ts/pri  each  em^loyee^n  state  government 
who  takes  pride  in  a  job  w^ll 


S.^DukaKis 
br  of  the  Commonwealth 
sachusetts 
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Introduction  to  EPRS 


INTRODUCTION 


This  Guide  will  help  you  understand  and  use  the  statewide  performance  evaluation  system  called  the  Employee 
Performance  Review  System  (EPRS).  Performance  evaluation  for  both  employees  and  managers  is  required 
by  two  state  laws. 

The  legislature  wants  to  be  sure  that  each  employee  is  encouraged  to  be  productive  on  the  job.  Regular  per- 
formance evaluations  help  employees  do  this.  But  in  many  agencies  and  departments,  employees  are  never 
evaluated.  In  many  other  agencies,  the  evaluations  are  done  only  when  a  supervisor  wants  to  recommend  an 
employee  for  a  promotion  or  for  discipline.  The  performance  evaluation  law  now  requires  that  all  employees 
be  evaluated  on  a  regular  schedule,  based  on  the  work  assigned. 

Performance  evaluation  is  a  process  for  evaluating  how  successfully  employees  do  their  jobs.  Three  years 
ago,  a  system  for  evaluating  state  managers,  called  the  Performance  Management  System  (PMS),  was  developed 
and  began.  Under  PMS,  at  the  start  of  each  fiscal  year,  every  state  manager  develops  a  set  of  objectives  that  he 
or  she  will  work  toward  during  the  year. 

Now  there  is  an  evaluation  system  for  non-management  state  employees.  It  was  developed  jointly  by  the 
Unions,  DPA  and  OER  through  the  collective  bargaining  process. 

Together,  the  managerial  and  employee  performance  evaluation  systems  will  help  do  what  the  law  intended. 
They  will  bring  better  understanding  among  managers,  supervisors  and  employees,  and  result  in  more  effective 
work  by  everyone. 


1-1 


Employee  Performance  Review  System 

Purpose 

EPRS  is  a  program  to  improve  productivity  by  increasing  communication  between  employees  and  supervisors. 
EPRS  helps  employees  know  what  is  expected  on  the  job,  and  how  supervisors  evaluate  job  performance.  The 
EPRS  evaluations  can  help  managers  make  decisions  about:  step  increases,  employee  development  needs,  pro- 
motions, transfers,  discipline,  and  other  personnel  actions. 

The  Guide 

This  Guide  is  for  you,  the  supervisor.  It  describes  the  procedures  and  policies  you  need  to  know  for  EPRS.  The 
Guide  gives  a  step-by-step  description  of  the  three  stages  of  EPRS.  It  tells  you  how  to  prepare  for  each  stage.  It 
helps  you  conduct  the  employee  meetings  required  in  EPRS. 

What  is  EPRS? 

EPRS  is  used  by  supervisors  and  employees  to  plan  and  to  evaluate  employee  job  performance.  EPRS  increases 
communication  between  the  supervisor  and  employee  all  during  the  year.  Every  employee  is  evaluated  at  least 
once  per  year  and  no  more  than  twice  per  year.  Each  evaluation  is  made  up  of  three  separate  stages.  The  evalua- 
tion is  finished  only  after  all  of  the  stages  have  been  completed. 

The  three  stages  of  EPRS 

Stage  A.  Performance  Planning  happens  at  the  beginning  of  each  evaluation  year.  This  is  when 
you  and  the  employee  meet  to  discuss  what  the  job  duties  are  for  the  position  and  what 
you  mean  by  performing  these  duties  successfully. 

Stage  B.  Progress  Review  happens  several  times  during  the  year.  You  and  the  employee  meet 
in  short,  regular,  scheduled  informal  review  sessions  to  see  how  things  are  going.  Half- 
way through  the  year  you  meet  with  the  employee  for  a  formal  Progress  Review.  At  this 
meeting,  you  give  the  employee  an  advisory  rating  on  performance  so  far.  Together 
you  look  for  ways  to  improve  performance,  if  needed.  The  informal  review  sessions 
continue  until  the  end  of  the  year. 

Stage  C.  Annual  Review  is  the  final  stage,  and  happens  just  before  the  end  of  the  evaluation 
year.  You  and  the  employee  review  and  evaluate  his  or  her  performance  over  the  entire 
year.  Then  you  rate  the  employee's  performance.  If  the  employee  wants  to,  you  jointly 
write  a  development  plan  for  the  next  year.  Shortly  after  this  meeting,  you  meet  with 
the  employee  to  plan  for  next  year's  evaluation. 
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Why  do  EPRS? 

Employee  performance  evaluation  is  required  by  Massachusetts  Law.  The  method  for  doing  the  evaluation 
was  developed  and  negotiated  through  Collective  Bargaining  with  the  Unions.  For  more  information  on  this, 
you  may  read  Article  24  of  several  of  the  collective  bargaining  agreements,  and  Rule  1 6  of  the  Personnel  Administra- 
tion Rules.  (You  may  ask  your  Agency  EPRS  Coordinator  for  copies.) 

Evaluation  of  employee  performance  is  important  for  many  reasons: 

•  Employee  performance  evaluation  provides  a  way  for  managers  and  supervisors  to  help  achieve 
agency  goals  and  objectives. 

•  EPRS  lets  managers  and  supervisors  see  how  productive  their  employees  are  in  carrying  out  their 
job  duties. 

•  EPRS  helps  employees  know  clearly  what  their  job  duties  are  and  what  their  supervisors  expect 
from  them. 

EPRS  was  designed  so  each  employee  will  know: 

—  How  his  or  her  job  fits  into  what  the  agency  does 

—  What  you  expect  on  the  job 

—  How  you  will  know  if  he  or  she  is  successful 

—  What  you  think  of  his  or  her  job  performance 

—  What  things  he  or  she  may  need  or  want  to  do  to  improve  job  performance 


How  will  the  evaluation  be  used? 

After  the  final  evaluation  is  completed,  the  signed  form  becomes  part  of  the  employee's  permanent  person- 
nel record.  The  agency  may  use  this  performance  evaluation  when  making  personnel  decisions  about  the  employee. 
The  evaluation  should  be  only  one  of  the  things  considered.  Collective  Bargaining  Agreements  should  be  followed 
carefully  when  making  these  decisions. 

Your  agency  might  use  the  performance  evaluation  when: 

•  Deciding  if  an  employee  will  get  a  salary  step  increase 

•  Making  decisions  about  In-Service  Recognition  or  Merit  Bonus  awards  (Units  1,  2,  3,  4,  8, 
9  and  10) 

•  Taking  disciplinary  actions 

•  Making  decisions  about  promotion  and  job  assignment 

•  Determining  necessary  job  training  or  development 

In  the  future,  DPA  may  use  performance  evaluations  in  promotional  civil  service  examinations.  When  a  policy 
on  this  is  developed,  all  civil  service  employees  will  be  notified. 
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Who  takes  part  in  EPRS? 

Almost  everyone  in  your  department  has  a  role  in  EPRS. 

•  Agency  EPRS  Coordinator-  In  each  agency,  this  person  has  the  overall  responsibility  for  EPRS.  In 
large  agencies  there  may  also  be  Facility  Coordinators  working  with  the  Agency  EPRS  Coor- 
dinator. You  may  take  your  questions  about  EPRS  to  these  people. 

•  Supervisor  -  Each  employee  will  be  evaluated  by  his  or  her  immediate  supervisor.  You  are  the 
immediate  supervisor  if  all  or  most  of  these  are  true: 

—  You  assign  work  to  the  employee  and  change  work  assignment,  when  needed. 

—  You  review  the  employee's  work,  and  make  changes  or  return  the  work  to  the  employee 
for  revision,  if  needed. 

—  You  approve  weekly  time  and  sick  leave  use  for  the  employee. 

—  You  recommend  discipline,  if  and  when  needed. 

—  You  handle  the  employee's  complaints. 

—  Your  position  is  listed  in  Section  4  of  the  employee's  official  position  description  (DPA 
Form  30). 

Where  it  is  not  clear  who  the  immediate  supervisor  is,  you  may  ask  the  agency  EPRS  Coordinator 
for  help. 

•  Reviewer  -  After  you  have  finished  the  evaluations  for  the  employee,  your  supervisor  or  a  higher 
level  supervisor  reviews  them.  The  reviewer  determines  the  final  rating  and  may  write  com- 
ments about  the  employee's  performance. 

•  Employee  -  The  employee  is  the  person  being  evaluated. 

You  may  have  more  than  one  role.  For  some  employees  you  are  the  supervisor,  and  you  will  evaluate  those 
employees.  If  you  are  not  a  manager,  you  are  also  an  employee,  and  will  be  evaluated  by  your  supervisor. 
Finally,  you  might  be  the  reviewer  for  supervisors  who  report  to  you. 


1-4 


How  are  employees  rated? 

Employees  are  rated  on  how  well  they  do  their  jobs. 

To  do  this,  you  look  at  what  the  employee  does,  and  how  it  is  done.  You  compare  this  with  what  you  and 
the  employee  discussed  during  Stage  A.  Then  you  rate  the  job  performance  by  using  the  rating  scale  below. 

You  rate  the  performance  on  each  job  duty.  Then  you  rate  the  employee's  overall  job  performance. 


Rating  Scale 

Here  is  the  scale  you  will  use  to  rate  job  performance  on  one  duty  or  on  overall  job  performance.  This  scale 
must  be  used  with  the  employee's  EPRS  form.  The  criteria  for  getting  a  "meets"  will  be  written  on  the  back  of 
the  EPRS  form  for  each  job  duty.  Even  with  all  this,  you  will  have  to  use  your  judgement  in  making  the  ratings. 

Exceeds 

Performance  is  greatly  above  the  job  requirements.  Generally  the  employee  goes  well  beyond 
the  performance  criteria,  doing  outstanding  work.  Job  performance  is  excellent,  and  above  and 
beyond  what  is  expected  of  employees  in  this  job.  The  employee  requires  less  than  usual  super- 
vision. Performance  that  exceeds  criteria  is  due  to  the  effort  and  ability  of  the  employee.  Any 
performance  "below  criteria"  is  minor  or  due  to  events  not  under  the  control  of  the  employee. 
The  employee's  performance  may  have  an  important,  positive  effect  on  how  well  the  work  group 
does,  overall.  The  employee's  performance  is  superior. 

Meets 

Performance  satisfies  the  job  requirements.  Generally  the  employee  performs  according  to  the 
criteria,  doing  a  good  job.  The  employee  is  doing  the  job  at  the  level  expected  for  employees 
in  this  position.  The  good  performance  is  due  to  the  employee's  own  effort  and  ability.  Usual 
leveis  of  supervision  are  needed.  The  employee  may  make  a  strong  contribution  to  meeting  the 
work  group's  goals.  A  large  number  of  employees  will  fall  in  this  category.  This  rating  includes 
a  broad  range  of  performance,  from  just  barely  satisfactory  to  highly  satisfactory. 

Below 

Performance  generally  fails  to  meet  criteria  or  requires  extremely  high  levels  of  supervision.  The 
employee  is  not  doing  the  job  at  the  level  expected.  Unsuccessful  job  performance  is  due  to  the 
employee's  own  lack  of  effort  or  ability.  The  employee's  performance  may  hurt  the  performance 
of  the  work  group,  overall.  The  employee's  performance  is  unsatisfactory. 

When  you  rate  performance  on  one  job  duty,  consider  the  criteria  listed  on  the  EPRS  form  for  that  duty. 

The  overall  rating  should  not  be  a  simple  average  of  the  ratings  of  the  duties.  Think  about  all  of  the  duties 
assigned  during  the  year.  Some  duties  are  more  important  and  done  more  often  than  others.  These  duties  should 
be  considered  more  in  the  overall  rating.  Also,  in  very  unusual  cases,  there  may  be  employees  who  are  rated 
"exceeds"  or  "below"  because  of  performance  of  duties  not  listed  on  the  EPRS  form.  This  may  happen  if  an 
employee  does  something  very  unusual.  The  overall  rating  should  give  your  bottom-line  evaluation  of  the 
employee's  total  work  this  year. 
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What  if  the  employee  doesn't  agree  with  the  evaluation? 

At  the  end  of  each  stage  of  EPRS  you  and  the  employee  and  the  reviewer  sign  the  evaluation  form  for  that 
stage.  Each  of  you  may  comment  on  what  has  happened  and  attach  the  comments  to  the  EPRS  form. 

After  the  final  evaluation,  the  employee  may  appeal  the  ratings. 

•  Any  employee  may  grieve  a  "below"  rating  through  Step  II  of  Article  23A  of  the  Collective  Bargain- 
ing Agreements.  If  the  employee  is  still  not  satisfied  with  the  rating,  he  or  she  may  file,  through 
the  Union,  with  the  Office  of  Employee  Relations  for  a  hearing.  A  panel  with  representatives 
of  the  Office  of  Employee  Relations,  the  Union,  and  the  Board  of  Conciliation  and  Arbitration 
will  meet  to  hear  the  complaint  and  make  a  final  determination  about  the  evaluation  rating. 

•  Employees  with  Civil  Service  status  may  appeal  to  the  Civil  Service  Commission. 

Employees  with  Civil  Service  status  must  choose  to  appeal  either  through  the  Civil  Service  Commission  or  through 
the  collective  bargaining  process.  Employees  may  not  appeal  both  ways. 


Evaluation  and  Progressive  Discipline 

EPRS  does  not  substitute  for  traditional  progressive  discipline.  Progressive  discipline  may  be  started  at  any 
time  during  the  evaluation  year.  Usually,  performance  problems  that  might  result  in  progressive  discipline  are 
seen  well  before  the  final  evaluation.  So,  a  supervisor  or  manager  should  not  wait  for  the  mid-year  or  annual 
review  to  begin  progressive  discipline. 

It  is  important  to  talk  to  the  employee  as  soon  as  you  notice  a  performance  problem .  Before  you  give  a  below 
rating  for  a  job  duty  you  should  give  the  employee  a  reasonable  chance  to  improve  his  or  her  performance. 
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How  do  supervisors  prepare  for  EPRS? 

Every  supervisor  and  manager  who  will  be  involved  in  EPRS  will  be  given  this  Guide  and  will  attend  special 
training  to  prepare  to  do  the  evaluations. 

1.  Training 

A  training  program  to  help  you  prepare  for  the  performance  evaluation  system  is  held  in  each 
agency.  There  are  two  training  sessions.  In  each  session,  you  will  go  through  the  steps  of  one 
or  two  of  the  stages  of  EPRS.  Each  agency  will  have  at  least  one  person  who  will  be  doing  the 
training  for  you  and  the  other  supervisors.  At  the  training  sessions,  the  trainer  will: 

•  Explain  each  step  in  the  Stage. 

•  Give  you  examples  of  how  to  complete  the  EPRS  form. 

•  Review  some  of  the  things  you  need  to  know  before  you  meet  with  the  employees. 

•  Answer  your  questions. 

If  you  have  any  problems  or  questions,  you  should  get  in  touch  with  your  agency's  EPRS 
Coordinator. 

2 .  The  Guide 

The  Office  of  Employee  Relations  and  the  Department  of  Personnel  Administration,  with  the 
assistance  of  several  agencies  and  Unions,  have  developed  this  Guide  to  help  you  use  EPRS 
successfully. 

The  Guide  takes  you  step-by-step  through  the  evaluation  system.  Each  chapter  outlines  one 
Stage  of  EPRS,  and  tells  you: 

•  Why  you  do  the  stage. 

•  What  you  will  do  in  the  stage. 

•  How  to  get  ready  to  do  the  steps  of  the  stage. 

•  How  to  finish  each  stage  and  get  ready  for  the  next. 

•  How  to  keep  a  record  of  what  you've  done. 

You  should  take  this  Guide  to  the  training  sessions  and  keep  any  notes  about  performance 
evaluation  with  it.  Use  the  Guide  to  help  you  prepare  for  the  different  employee  meetings. 
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It's  time  to  start  !!!!! 

For  many  of  you,  performance  evaluation  is  new.  You  may  never  have  been  asked  to  evaluate  the  employees 
that  you  supervise.  If  you  are  doing  evaluations  now,  it  is  possible  that  you  never  have  had  any  training  in  how 
to  evaluate.  This  Guide  and  the  EPRS  training  sessions  are  designed  to  help  you.  Please  use  them. 

Most  people  are  nervous  about  evaluating  other  employees.  That  is  natural.  This  Guide  will  help.  It  lets 
you  know  the  process  for  evaluating  people,  and  gives  ideas  on  how  to  make  this  a  little  easier.  You  may  want 
to  keep  these  things  in  mind: 

1 .  Performance  evaluation  is  a  series  of  pictures  of  how  the  employee  is  doing  his  or  her  job. 

2 .  Performance  evaluation  does  not  take  the  place  of  progressive  discipline.  You  should  continue 
to  follow  the  process  for  disciplining  an  employee  at  any  time  that  it  is  necessary. 

3 .  If  you  take  the  short  amount  of  time  needed  to  do  regular  progress  reviews  during  the  year, 
you  will  be  better  prepared  to  make  the  "advisory  ratings"  at  the  mid-year  Progress  Review 
and  the  final  ratings  at  the  Annual  Review. 

4 .  If  you  use  the  EPRS  system  effectively,  both  you  and  the  employee  will  find  it  easier  to  work 
well  together.  You  will  both  have  the  good  feeling  that  comes  from  knowing  that  the  right 
work  is  getting  done  and  is  getting  done  right. 


Good  luck! 
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Definitions  for  EPRS 


Before  you  begin  it  is  important  that  both  you  and  the  employee  understand  the  language  of  EPRS. 

Main  Job  Duties 

Job  duties  describe  the  "what",  "how"  and  "why"  of  work  assignments.  The  main  job  duties 
are  those  duties  which  are  most  frequently  done  and  are  most  important  for  this  year. 

Performance  Criteria 

Performance  criteria  describe  what  the  supervisor  and  the  employee  mean  when  they  say  that  a 
job  duty  is  done  right.  The  performance  criteria  will  be  used  when  it  is  time  to  review  actual  job 
performance. 

Progress  Reviews 

Informal — Informal  progress  reviews  are  short  meetings  held  regularly  with  the  employee  to 
look  at  what  is  working  and  where  there  are  problems  in  getting  the  work  done. 

Formal — One  formal  Mid-Year  Progress  Review  meeting  is  required  by  EPRS.  The  purpose  of  this 
meeting  is  to  help  the  employee  to  look  at  how  to  do  the  work  successfully.  At  this  time  the  super- 
visor goes  over  the  work  with  the  employee  and  rates  performance  on  each  duty  and  rates  overall 
job  performance. 

Advisory  Ratings 

The  mid-year  ratings  are  called  Advisory  Ratings.  These  mid-year  ratings  are  not  the  final 
ratings.  They  just  let  the  employee  know  how  he  or  she  is  doing  so  far.  The  final  ratings  come 
at  the  end  of  the  year. 

Annual  Review 

At  the  end  of  the  year,  the  supervisor  and  the  employee  meet  to  discuss  and  rate  the  employee's 
job  performance  over  the  whole  year.  Then  the  reviewer  makes  the  final  rating.  These  ratings 
may  be  used  as  the  basis  for  personnel  decisions. 

In-Service  Recognition  and  Merit  Bonus  Awards  (This  applies  to  some  Units) 

Employees  who  have  been  employed  for  five  years  or  more  and  who  are  at  the  top  step,  are  eli- 
gible for  a  one-time  cash  award.  The  amount  of  the  award  is  determined  by  the  employee's  per- 
formance evaluation,  number  of  years  of  service  and  Job  Grade.  The  award  is  not  included  in 
the  employee's  base  pay  and  is  not  included  for  determining  retirement  benefits.  There  are  two 
types  of  awards. 

If  an  employee  at  the  top  step  with  at  least  five  years  of  service  receives  an  overall  rating  of  Meets, 
he  or  she  may  receive  an  In-Service  Recognition  Award. 

If  an  employee  at  the  top  step  with  at  least  five  years  of  service  receives  an  overall  rating  of  Exceeds, 
he  or  she  may  receive  a  Merit  Bonus  Award. 
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There  are  five  steps  in  Performance  Planning.  They  are: 


1.  Review  the  three  stages  which  make  up  EPRS. 


2.  Discuss  the  role  of  the  employee  in  the  unit. 


3.  Discuss  and  write  down  job  duties. 


4.  Discuss  and  write  down  performance  criteria  for 
each  duty. 


5.  Sign  the  form  and  get  signatures. 


Chapter  1 

Stage  A:  Performance  Planning 


Purpose 

In  the  Performance  Planning  Stage  you  and  the  employee  jointly  define  successful  job  performance  for  the  employee. 
In  this  way,  the  employee  knows  what  he  or  she  must  do  to  be  successful  on  the  job. 

Summary 

There  are  five  steps  in  Performance  Planning.  They  are: 

1 .  Review  the  three  stages  which  make  up  EPRS  so  that  the  employee  understands  exactly 
what  will  happen  during  the  year. 

2.  Discuss  the  role  of  the  employee  in  the  unit  so  that  the  employee  knows  how  his  or  her 

job  fits  into  making  the  unit  run  well. 

3.  Discuss  and  write  down  job  duties  so  that  you  and  the  employee  understand  what  the 
employee  should  be  doing  on  the  job. 

4.  Discuss  and  write  down  performance  criteria  for  each  duty  so  that  you  and  the  employee 
understand  what  it  means  to  do  the  work  right. 

5.  Sign  the  form  and  get  signatures  to  show  that  you  and  the  employee  and  the  reviewer  all 
understand  the  job  duties  and  performance  criteria. 

Chapter  Outline 

This  chapter  describes  each  of  the  steps  in  Performance  Planning  in  detail.  It  covers: 

•  How  to  prepare  for  the  Stage  A  meeting 

•  The  five  steps  of  Stage  A 

•  Ending  Stage  A  and  preparing  for  Stage  B 

•  Stage  A  check  list 
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Notes 
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How  to  Prepare  for  the  Stage  A  Meeting 

Before  you  hold  the  Stage  A  meeting,  you  need  to  get  ready. 

1.  Review  EPRS  so  that  you  will  be  able  to  answer  any  questions  an  employee  may  have. 

2.  You  may  ask  your  supervisor  for  a  copy  of  the  agency  mission,  goals  and  objectives.  Go  over 
these  so  you  understand  them. 

3.  You  may  ask  your  supervisor  if  there  are  any  new  objectives  for  your  area,  so  you  can  include 
them  in  your  planning. 

4.  Review  the  list  of  duties  in  Section  6  of  the  employee's  Position  Description  (DPA  Form  30).  Think  ^ — ^ 
about  which  of  these  duties  are  most  frequently  done  and  most  important  for  the  year.  If  the  "C/^^J 
list  of  duties  is  not  up-to-date,  talk  to  the  reviewer  about  revising  the  Form  30. 

5.  Discuss  with  the  reviewer  the  job  duties  you  expect  an  employee  to  do.  If  the  Position  Descrip- 
tion has  to  be  changed,  discuss  this  with  the  reviewer  and  the  agency  personnel  officer. 

6.  Discuss  with  the  reviewer  the  performance  criteria  which  will  show  that  the  work  is  being  done 
successfully.  You  may  also  discuss  the  performance  criteria  with  other  supervisors  who  have 
employees  doing  the  same  work. 

7.  Fill  in  the  blanks  at  the  top  of  the  EPRS  form  (starting  with  the  employee's  name). 

8.  Make  copies  of  these  to  give  to  the  employee: 

•  The  EPRS  Form 

•  The  Employee's  Form  30  (available  in  your  personnel  office) 

•  Agency  mission,  goals  and  objectives  (if  available) 

•  Rating  scale 

Usually  you  will  give  these  to  the  employee  before  the  Stage  A  meeting  so  he  or  she  can  read 
them  over  and  think  about  them. 


Now  you  are  ready  to  begin  the  Stage  A  meeting. 


Notes 
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The  5  Steps  of  Stage  A:  Performance  Planning 

Step  1 .  Review  the  three  stages  which  make  up  EPRS 

You  should  introduce  the  employee  to  the  Employee  Performance  Review  System  (EPRS)  and  the  EPRS  form.  This 
helps  the  employee  to  understand  and  to  feel  comfortable  with  the  whole  evaluation  system. 

Here  is  what  you  might  say  to  the  employee. 

•  EPRS  stands  for  Employee  Performance  Review  System.  It  is  used  to  plan  and  to  evaluate  job 
performance. 


Notes 


•  EPRS  has  three  stages: 

Stage  A  is  called  Performance  Planning.  We  are  starting  performance  planning  now.  We 
will  discuss  and  write  down  your  job  duties,  and  what  it  means  to  do  these  duties  successfully. 

Stage  B  is  called  Progress  Review.  We  will  do  this  during  the  year.  This  Stage  has  several 
informal  and  one  formal  chance  for  us  to  talk  about  how  things  are  going  so  far.  The  reason 
for  these  meetings  is  to  point  out  and  talk  about  good  work  and  to  solve  problems.  At  the  for- 
mal meeting  in  the  middle  of  the  year,  I  will  make  "advisory  ratings"  of  your  performance  in 
the  first  half  of  the  year  on  each  job  duty,  and  overall.  Afterthe  formal  meeting,  we  will  continue 
to  meet  informally  to  review  your  progress. 

Stage  Cis  called  Annual  Review.  At  the  end  of  the  year,  we  will  talk  about  your  performance 
over  the  whole  year.  Then  I  will  rate  your  performance  on  each  duty  and  overall  performance. 
The  reviewer  will  make  the  final  rating.  Attendance  and  employee  development  will  both  be 
discussed.  After  our  annual  review  meeting  we  will  meet  again  to  plan  for  next  year,  and  start 
EPRS  again. 

•  Here  is  the  EPRS  form.  Do  you  have  any  questions  about  it?  You  will  get  a  copy  of  your  EPRS 
form  when  it  is  signed  in  each  stage. 

•  Here  is  a  copy  of  the  rating  scale  I  will  use  to  rate  your  performance.  The  rating  scale  is  simple. 
Job  performance  is  rated  as  meets,  exceeds  or  below.  I  will  rate  your  job  performance  by  com- 
paring it  with  the  criteria  for  success  which  we  discuss  and  write  down  on  the  EPRS  form  today. 

•  The  ratings  may  be  used  when  we  make  personnel  decisions  in  the  agency.  They  may  be  used 
for  decisions  on  transfers,  reassignments  and  promotions  as  covered  in  Article  14  of  the  Union 
contract,  step  raises,  and  In-Service  Recognition  and  Merit  Bonus  Awards  (where  they  apply).  In 
the  future,  DPA  may  use  EPRS  in  civil  service  exams.  DPA  will  notify  all  civil  service  employees 
when  this  policy  is  ready. 

•  There  are  two  ways  to  appeal  the  evaluation,  through  the  grievance  procedure  of  the  Union 
contract  or  through  the  Civil  Service  Commission. 


C^l 
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Step  2.  Discuss  the  role  of  the  employee  in  the  unit 

After  you  make  sure  the  employee  understands  EPRS,  you  should  help  the  employee  see  how  his  or  her  job  helps 
the  agency  get  its  work  done. 

1.  Be  sure  the  employee  has  a  copy  of  the  agency  mission,  goals  and  objectives,  if  available. 

2.  Talk  about  how  the  employee  fits  into  the  "big  picture". 

•  Describe  the  mission,  goals  and  objectives  of  the  agency. 

•  Discuss  the  objectives  of  your  unit.  Let  the  employee  know  what  your  unit  has  to  do  to  help      S      ^ 
reach  the  agency's  objectives.  ^^     ^ 

•  Explain  how  the  employee's  job  duties  help  the  unit  reach  its  objectives. 


Here  are  examples  of  recent  mission  statements  for  two  agencies  which  were  developed  as  part  of  the  managerial 
planning  and  performance  evaluation  system: 


Department  of  Youth  Services 
Mission  Statement 

February,  1986 

The  mission  of  the  Department  of  Youth 
Services  is  to  promote  law  abiding,  productive 
behavior  in  the  juvenile  offenders  who  are  sent  to 
the  Department  by  the  courts.  To  achieve  this.... 


Department  of  Revenue 
Mission 

Fiscal  Year  '86 

To  professionally  and  equitably  administer  the 
tax  laws  of  the  Commonwealth. 


Your  agency's  statement  of  mission,  goals  and  objectives  may  be  several  pages  long.  If  so,  look  for  the  parts  that 
are  most  important  overall  and  for  your  work  unit.  Circle  these  before  you  give  the  statement  to  the  employee. 


Now  go  on  to  step  3,  where  you  discuss  and  write  down  the  main  job  duties  for  the  employee's  job. 


Notes 


AS 


Step  3.  Discuss  and  write  down  job  duties. 

In  this  step  you  and  the  employee  discuss  the  employee's  job,  and  write  down  the  main  job  duties  on  the  EPRS 
form.  In  this  way  you  are  sure  you  both  understand  what  duties  are  required  on  the  job. 

1.  Be  sure  the  employee  has  a  copy  of  the  front  of  his  or  her  Position  Description  (DPA  Form 
30).  Section  6  should  list  the  most  frequent  and  important  work  duties  for  the  job. 

2.  If  the  employee's  duties  have  changed  from  what  is  on  the  Form  30,  you  should  write  a  new 
duty  statement.  Speak  to  the  reviewer  or  agency  personnel  officer  before  you  change  any  duties. 

Tips  on  writing  a  good  duty  statement  are  at  the  end  of  this  Chapter.  S     ">* 

3 .  Go  over  the  Form  30  with  the  employee  and  together  choose  the  duties  which  are  most  frequently 
done  and  most  important  for  this  year. 

4.  Write  these  main  job  duties  on  the  back  of  the  EPRS  form,  one  duty  in  each  box.  If  the  employee 
has  more  than  4  main  duties,  make  a  copy  of  the  back  page  and  staple  it  to  the  EPRS  form. 

5.  Remind  the  employee  that  he  or  she  is  responsible  for  all  the  job  duties  assigned,  even  if  they 
are  not  written  on  the  EPRS  form.  Point  out  that  all  duties  will  be  taken  into  consideration  in 
the  overall  evaluation.  Of  course,  the  duties  assigned  should  agree  with  the  employee's  job  title. 

Once  you  have  finished  the  list  of  main  job  duties,  go  on  to  the  next  step,  writing  the  performance  criteria. 


Notes 
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Example  of  Form  with  Job  Duties  Listed 


► 


Primary  Job  Duties/Performance  Criteria 


Page      ?     of . 


Performance  Criteria:  (Performance  is  successful  if:) 


Duty       7      :  Types  material  from  rough  draft  or  straight  copy  according  to  standard  agency  format,  making  minor 
corrections  in  grammar/punctuation/spelling,  in  order  to  produce  finished  work  in  final  form 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below  Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


» 


Duty      2     :  Covers  telephone  for  Langley  Office  by  transferring  calls,  taking  messages,  providing  information,  main- 
taining lists  of  calls,  so  that  each  staff  member  promptly  receives  telephone  calls/messages. 

Performance  Criteria:  (Performance  is  successful  if:) 


-< 


<^3 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below 


Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


► 


Duty      3     :  Telephones  information  into  central  office/other  field  offices  on  a  routine  basis  to  provide  daily/weekly  updates 
on  activities/assignments. 


< 


Performance  Criteria:  (Performance  is  successful  if:) 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below  Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


» 


>, 


Duty. 


Processes  incoming  mail,  memoranda,  packages,  etc.  by  receiving/sorting/stamping/routing/distributing 


< 


materials  received  to  ensure  prompt  receipt  by  addressee. 
Performance  Criteria:  (Performance  is  successful  if:) 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below  Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 
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Step  4.  Discuss  and  Write  Down  Performance  Criteria  for  Each  Duty 

In  this  step  you  discuss  with  the  employee  what  you  both  mean  when  you  say  that  the  job  is  being  done  right.  For 
each  duty  listed  on  the  EPRS  form,  decide  what  the  criteria  are.  Then  write  the  criteria  under  the  job  duty. 

1.  Take  each  duty,  and  think  about  what  you  mean  by  doing  it  right.  Are  you  most  interested 
in  a  physical  work  product,  or  in  the  actions  of  the  employee?  How  will  you  describe  what  you 
expect? 

the  quality  of  the  work  performed 
The  work  product  could       the  amount  of  work  to  be  performed 
be  described  by:  the  time  frame  in  which  the  work  is  done 

the  cost  of  the  work 

The  work  actions  could        the  way  the  employee  works  with  others 
be  described  by:  the  procedures  used  to  do  the  job 


I 


For  example: 


There  usually  are  2-4  criteria  for  each  job  duty.  The  criteria  should  be: 

•  Observable 

•  Clear  and  specific 

•  Realistic 

•  Easy  to  follow  over  the  year 

•  Similar  for  employees  who  are  doing  the  same  work 

(This  will  help  the  employees  feel  that  they  are  being  treated  fairly,  and  avoid  conflict  later.) 

2.  Discuss  these  criteria  with  the  employee.  Try  to  reach  agreement  on  the  criteria.  If  you  cannot 
reach  agreement,  at  least  reach  understanding. 

3.  Write  the  criteria  for  the  job  duty  in  the  box  under  the  duty  on  the  back  of  the  EPRS  form. 

4.  You  and  the  employee  may  agree  to  look  at  these  criteria  again  in  a  month  or  so,  to  see  if  they 
are  workable,  or  if  they  need  to  be  revised.  This  may  be  helpful  while  you  and  the  employee 
are  getting  used  to  EPRS. 

When  you  have  listed  criteria  for  each  job  duty  on  the  EPRS  form,  it  is  time  for  you  to  go  to  the  last  step  of  Stage  A. 
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Examples  of  Criteria 


A  Cook  might  have  this  job  duty: 


Cooks  lunch  for  residents  each  day  following  menu  provided  by  dietitian  so  that  clients  have  a  tasty  diet. 
The  criteria  might  be: 


1.  Food  tastes  good. 

2.  Hot  food  is  hot  and  cold  food  is  cold. 


QUALITY 


3.  Enough  food  is  prepared  for  all  residents. -*- 

4.  Meals  are  ready  by  meal  time.-* 


AMOUNT 


TIME  FRAME 


C^i 


5.  Food  is  not  wasted  during  preparation. -*- 


6.  Answers  complaints  courteously. 

7.  Directions  from  dietitian  are  followed. 


WORKS  WITH  OTHERS 


8.  All  health  regulations  are  followed. 

9.  Food  is  cooked  at  the  right  temperature. 


PROCEDURES 


Notes 


A-9 


Example  of  Performance  Criteria  Listed  on  Form 


Primary  Job  Duties/Performance  Criteria 


Page      '      of L 


Duty  . 


1 


Types  material  from  rough  draft  or  straight  copy  according  to  standard  agency  format,  making  minor 
corrections  in  grammar/punctuation/spelling,  in  order  to  produce  finished  work  in  final  form 

Performance  Criteria:  (Performance  is  successful  if:)  a  typed  copy  is  neat,  accurate  and  in  appropriate  format. 

b.  minor  corrections  in  grammar/punctuation/spelling  are  made, 
c  typed  copy  is  completed  within  prescribed  deadlines. 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below 


Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


4 


Duty . 


Covers  telephone  for  Langley  Office  by  transferring  calls,  taking  messages,  providing  information,  main- 


< 


tainmg  lists  of  calls,  so  that  each  staff  member  promptly  receives  telephone  calls/messages. 

Performance  Criteria:  (Performance  is  successful  if:)  a.  messages  taken  are  accurate,  clear  and  referred  to  the  appropriate 

person, 

b.  manner  on  telephone  is  courteous  and  helpful. 

c.  telephone  is  answered  promptly  at  all  times. 

d.  information  provided  is  accurate  and  clear. 


ACTUAL  PERFORMANCE: 

Progress  Review:  meets  exceeds 

Progress  Review  Comments: 


below 


Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


> 


4 


Duty . 


Telephones  information  into  central  office/other  field  offices  on  a  routine  basis  to  provide  daily/weekly  updates 


i 


on  activities/assignments. 

Performance  Criteria:  (Performance  is  successful  if:)  a.  information  is  provided  accurately. 

b.  information  is  telephoned  promptly/on  schedule. 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below  Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


4 


Duty  . 


_:  Processes  incoming  mail,  memoranda,  packages,  etc.  by  receiving/sorting/stamping/routing/distributing 
materials  received  to  ensure  prompt  receipt  by  addressee. 
Performance  Criteria:  (Performance  is  successful  if:)  a.  mail  is  properly  processed  and  distributed. 

b.  mail  is  processed  and  distributed  within  prescribed  deadlines. 


< 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets 

Progress  Review  Comments: 


exceeds 


below 


Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


4 
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Step  5.  Sign  the  form  and  get  signatures 

At  the  end  of  the  meeting,  you  should  look  at  Section  A  on  the  front  of  the  EPRS  form. 

1 .  There  is  a  check  list  in  Section  A  (it  has  2  small  boxes).  Check  off  each  box  to  show  you  finished 
that  part. 

2.  Explain  to  the  employee  what  signing  this  section  means. 


•  Your  signature  means  that  what  is  written  on  the  back  of  the  EPRS  form  is  what  you  will 
use  to  judge  performance  for  the  employee  for  the  year. 

•  The  employee's  signature  means  the  employee  understands  the  job  duties  and  performance 
criteria  for  each  duty,  even  if  he  or  she  does  not  agree  to  them. 


•  The  reviewer's  signature  means  the  reviewer  (your  supervisor)  accepts  the  job  duties  and 
performance  criteria  that  you  and  the  employee  have  developed. 

3.  Get  the  required  signatures  in  Section  A. 

4.  Let  the  employee  know  that  any  of  the  three  people  who  sign  the  form  may  write  and  attach 
a  comment  to  the  EPRS  form  at  this  point. 

5.  After  the  form  is  signed,  give  a  copy  to  the  employee,  the  reviewer  and  your  personnel  of- 
fice. You  keep  the  original. 

Example  of  Signatures  on  Front  of  EPRS  Form 


NAME:     Natalie  M.  Monroe 


Agency:      Division  of  Occupational  Safety 
Job  Title:      Typist  II 


The  Commonwealth  of  Massachusetts 
EMPLOYEE  PERFORMANCE  REVIEW  FORM 

Evaluation  Year:      July  1,  1987-June30,  1988 

Location/Unit:     Field  Operations/Lanqley  Office 

Functional  Title:      Receptionist 


Supervisor:      Bernice  Hunt 


Reviewer:  Denise  Toomey 


ABt 


The  employee  and  supervisor  should  consult  their  EPRS  Guide  for  a  full  explanation  of  the  purpose  and  the  process  of  employee 
performance  review.  Detailed  instructions  for  completing  this  form  are  presented  in  the  EPRS  Supervisor's  Guide. 

^ ■■■■■ ""^^^^^^^^^ 

Performance  Planning:  Employee  and  supervisor  meetle  plan  the  work  for  the  year 

scuss  contributing  role  of  employee  in  unit         'SrDiscuss  and  finalize  the  duties  and  criteria 

Primary  Job  Duties  and  Performance  Criteria:  On  the  reverse  side  list  the  employee's  primary  job  duties  from  the  most  current  position 
description  and  the  performance  criteria  which  will  be  used  to  evaluate  the  employee's  performance  of  these  duties  during  the 
performance  period.  Copies  of  the  reverse  may  be  usecjjf  more  space  is  needed. 


eriod.  Copies  of  the  reverse  may  be  usedif  more  space  is  nee 
Signatures  7ldfaA±  f4.  tf<)*AAt ,       J9>S//7/g*    Hv/tt 

Employee/dale' 

Comments  attached:   □  yes       Pn  no 


Supervisor/date  ^JflfJ 
D  yes        at  no 


Reviewer/d 
D  yes 


B  Progress  Review:  Employee  and  supervisor  meet  to  help  the  employee  meet  criteria 
□   Discuss  progress  for  each  duty  O  Assign  advisory  rating  for  each  duty 

D  Assign  advisory  rating  for  overall  performance 

Progress  Review  Summary  Rating:  meets  exceeds  below 

Supervisor's  Comments: 


< 


Signatures: 

Employee/date 
Comments  attached:   □  yes        □  no 


Supervisor/date 
D  yes       D  no 


Reviewer/date 
□  yes       □  no 


Before  you  end  your  meeting,  you  should  prepare  the  employee  for  Stage  B,  Progress  Review.  This  is  described  next. 
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Ending  Stage  A  and  Preparing  for  Stage  B 

You  should  let  the  employee  know  that  you  will  talk  about  the  work  often  during  the  year  in  informal  progress 
review  meetings.  Let  the  employee  know  that  the  informal  progress  reviews  will  start  soon.  Also,  let  the  employee 
know  that  he  or  she  may  ask  you  for  an  informal  review  session  at  any  time  there  is  a  problem. 

You  should  set  up  a  regular  schedule  of  short  informal  sessions,  perhaps  every  other  week,  or  once  a  month.  It 
is  important  to  have  at  least  two  informal  sessions  before  the  formal  mid-year  review. 

You  should  use  these  sessions  to  help  the  employee: 

•  know  how  he  or  she  is  doing. 

•  know  what  he  or  she  is  doing  well. 

•  talk  about  any  problems  in  job  performance,  and  ways  to  solve  them  before  small  problems 
become  big  problems. 

In  Stage  B  you  may  need  to  change  the  duties  or  criteria  on  the  EPRS  form.  This  may  be  needed  because  of  changes 
in  personnel  or  changes  in  unit  activities.  Any  time  you  make  changes  to  the  form,  do  it  only  after  you  meet  with 
the  employee.  Be  sure  to  give  a  copy  of  the  revised  form  to  your  supervisor  for  review  and  then  to  the  employee. 
Also  send  a  copy  to  your  personnel  office. 

This  finishes  Stage  A. 

Here  is  a  check  list  of  the  steps  in  Stage  A.  Use  it  to  be  sure  you  have  done  all  of  them. 

Check  List  for  Stage  A 

1 .  Prepare  for  the  planning  meeting  

2.  Review  the  three  stages  of  EPRS  with  the  employee 

3.  Discuss  the  role  of  the  employee  in  the  unit 

4.  Discuss  and  write  down  the  job  duties 

5.  Discuss  and  write  down  performance  criteria  for  each  duty 

6.  Sign  the  form  and  get  signatures 

7.  Set  up  a  schedule  for  informal  progress  review  sessions 


( 


Notes 
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Addition  to  Chapter  One: 
Role  of  the  Reviewer  for  Stage  A 

The  reviewer  has  an  important  role  in  Stage  A.  First,  the  reviewer  helps  the  supervisor  get  ready  for  Stage  A. 
Second,  the  reviewer  makes  sure  that  the  results  of  the  EPRS  make  sense. 

Help  the  supervisor  prepare  for  EPRS 

The  reviewer  should  help  the  supervisor  get  ready  for  EPRS. 

1 .  The  reviewer  should  go  over  EPRS  with  the  supervisors  to  be  sure  they  understand  what  they 
have  to  do.  A  good  way  to  do  this  is  to  go  over  the  check  list  for  Stage  A  on  the  previous  page. 

2.  The  reviewer  should  give  the  supervisor  a  copy  of  the  agency  mission,  goal  and  objectives,  and 

review  these  with  the  supervisor.  /""     ^1 

3.  The  reviewer  should  give  the  supervisor  a  copy  of  the  management  objectives  for  the  work  unit, 
and  review  these  with  the  supervisor. 

4.  The  reviewer  and  supervisor  should  go  over  the  major  duties  of  the  employee's  job  using  the 
position  description  (DPA  Form  30)  and  the  type  of  criteria  which  would  show  that  the  job  is 
being  done  right. 

Review  the  results  of  Stage  A 

When  the  EPRS  form  is  given  to  the  reviewer  for  approval,  he  or  she  should  answer  these  questions  about  Stage  A. 

1.  Does  the  material  on  the  EPRS  form  make  sense? 

•  Do  the  job  duties  cover  all  major  parts  of  the  job? 

•  Do  the  performance  criteria  describe  successful  job  performance? 

•  Are  the  criteria  generally  consistent  for  those  with  similar  jobs? 

•  Are  the  criteria  consistent  with  those  established  under  the  Union  contract? 

2.  Did  the  supervisor  and  employee  do  all  the  things  on  the  checklist? 

•  Did  the  supervisor  and  employee  meet  to  discuss  job  duties  and  criteria,  and  fill  out  the 
EPRS  form? 

3.  Was  the  EPRS  form  filled  out  correctly? 

•  Are  the  major  duties  and  criteria  filled  in  on  the  form? 

•  Is  the  form  signed  by  the  employee  and  supervisor? 

4.  Is  there  anything  the  reviewer  needs  to  do  to  allow  the  employee  to  get  the  work  done? 

•  Is  any  further  coordination  across  employees  or  work  units  needed? 

•  Will  the  employee  have  the  resources  needed  to  do  the  work? 

•  Will  the  work  be  ready  on  time  for  any  additional  steps  in  the  work  process? 

Prepare  for  Stage  B 

The  reviewer  and  supervisor  should  meet  regularly  to  see  if  there  are  any  problems  with  EPRS,  and  to  discuss  the 
performance  of  the  work  unit.  This  is  especially  important  before  the  formal  mid-year  progress  review.  This  will 
help  the  reviewer  and  supervisor  prepare  for  the  mid-year  meetings. 
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Guidelines  for  Writing  Job  Duty  Statements 

A  duty  statement  has  the  "what",  "how"  and  "why"  of  the  work  activity.  It  should  start  with  an  action  verb.  /" 

"Cooks"  is  not  very  useful  as  a  job  duty  statement  since  it  doesn't  tell  us  enough  about  the  nature  of  the 
work  activity  involved.  A  much  more  useful  statement  is: 

Cooks  lunch  for  residents  each  day  following  menu  provided  by  dietitian  so  that  clients  have  a 
tasty  diet. 

Now  let's  take  a  step-by-step  look  at  this  duty  statement  to  see  how  it  meets  the  four  requirements  of  a  good 
job  duty  statement. 

Start  with  an  action  verb  ("Cooks...")  ^^3 

Begin  each  duty  with  an  action  verb.  Other  examples  are: 

Codes 

Assesses 

Avoid  using  such  vague  terms  as  "handles",  "administers",  "assists  in"  or  "is  responsible  for". 

Say  WHAT  the  employee  does  ("Cooks  lunch  for  residents  each  day...") 
Make  the  action  specific.  Other  examples  are: 

Codes forms  from  field  offices... 

Assesses the  qualifications  of  applicants  for  contracted  positions... 


Notes 
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Say  HOW  the  work  is  done  ("...following  menu  provided  by  dietitian...") 

Briefly  describe  the  main  methods,  procedures  or  equipment  used  so  it  becomes  clear  HOW  the  action  is  carried 

out.  Other  examples  are: 

"...using  office  coding  guide..." 

"...by  reviewing  resumes,  interviewing  applicants  and  asking  questions  related  to  the  work  to 
be  performed..." 

Say  WHY  work  is  done  ("...so  that  clients  have  a  tasty  diet.") 

End  each  duty  with  a  short  explanation  of  WHY  the  action  is  performed.  Other  examples  are: 

"...to  prepare  forms  for  filing." 

"...so  that  qualified  applicants  are  hired." 

So  the  three  complete  examples  of  job  duties  are: 

Cooks  lunch  for  residents  each  day  following  menu  provided  by  dietitian  so  that  clients  have  a 
tasty  diet. 

Codes  forms  from  field  offices  using  office  coding  guide  to  prepare  forms  for  filing. 

Assesses  the  qualifications  of  applicants  for  contracted  positions  by  reviewing  resumes,  interview- 
ing applicants  and  asking  questions  related  to  the  work  to  be  performed  so  that  qualified  applicants 
are  hired. 
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Stage  B 


There  are  seven  steps  in  Progress  Review.  They  are: 


1.  Meet  informally  with  the  employee 
regularly. 


2.  Begin  the  mid-year  review  meeting 


3.  Discuss  and  rate  performance  for 
each  duty. 


4.  Discuss  and  write  down  ways 
to  improve  performance. 


5.  Discuss  and  rate  overall 
job  performance. 


6.  Update  the  duties  and  criteria. 


7.  Sign  the  form  and  get  signatures. 


Chapter  2 

Stage  B:  Progress  Review 


Purpose 

In  this  year-long  stage,  you  and  the  employee  regularly  talk  about  and  keep  track  of  job  performance.  You 
let  the  employee  know  how  he  or  she  is  doing  in  the  job.  You  help  the  employee  think  about  ways  to  meet 
the  criteria  you  both  discussed  and  wrote  down  in  Stage  A. 


Summary 

There  are  seven  steps  in  Progress  Review.  They  are: 

1 .  Meet  informally  with  the  employee  regularly  during  the  year  so  that  both  of  you  know 
what  he  or  she  is  doing  right  and  where  there  may  be  problems. 

2.  Begin  the  mid-year  review  meeting  by  explaining  what  will  happen  in  this  Stage  so  that 
the  employee  knows  what  to  expect. 

3.  Discuss  and  rate  performance  for  each  duty  so  the  employee  knows  exactly  how  well  he 
or  she  is  performing  each  duty. 

4.  Discuss  and  write  down  ways  to  improve  performance  if  necessary,  so  that  the  employee 
can  do  better  on  specific  job  duties. 

5.  Discuss  and  rate  overall  job  performance  so  that  the  employee  knows  exactly  how  he  or 
she  is  performing  the  job  overall. 

6.  Update  the  duties  and  criteria  so  that  they  are  useful  for  the  rest  of  the  year. 

7.  Sign  the  form  and  get  signatures  to  show  that  you  and  the  employee  and  the  reviewer 
understand  the  ratings  and  comments. 


Chapter  Outline 

This  chapter  describes  each  of  the  steps  of  Progress  Review  in  detail.  It  covers: 

•  How  to  prepare  for  Stage  B 

•  The  seven  steps  of  Stage  B 

•  Ending  Stage  B  and  preparing  for  Stage  C 

•  Stage  B  check  list 


B-l 


Notes 


B-2 


How  to  Prepare  for  Stage  B 


The  progress  review  stage  has  two  parts.  The  first  part  is  made  up  of  informal  review  sessions  which  begin  right 
after  you  finish  Stage  A  and  continue  until  the  end  of  the  year.  The  second  part  is  the  mid-year  progress  review 
meeting  which  is  held  about  6  months  into  the  year.  There  are  several  things  you  and  the  employee  need  to  think 
about  and  do  to  get  ready  for  these  two  parts  of  Stage  B. 

Preparation  for  Informal  Reviews 

1 .  At  the  end  of  the  Stage  A  meeting,  set  up  a  schedule  of  regular,  informal  review  sessions  with  the 
employee.  This  could  be  every  two  weeks  or  once  a  month. 

2.  Tell  the  employee  to  feel  free  to  ask  for  an  informal  review  session  anytime,  especially  if  there  is  a 
problem. 

3.  Keep  track  of  what  the  employee  has  done  on  the  job.  This  might  include  keeping  regular  notes  for 
yourself  about  what  you  see  the  employee  doing  well  or  poorly.  These  notes  are  informal  and  not 
part  of  the  employee's  official  record.  These  notes  help  you  remember  things  the  employee 
did.  You  should  share  these  notes  with  the  employee  when  they  are  written. 

4.  Suggest  that  the  employee  also  keep  notes  on  things  that  are  going  particularly  well  or  on  any  problem 
areas.  The  employee  should  list  things  that  are  preventing  him  or  her  from  doing  the  job  right.  The 
employee  should  share  these  notes  with  you  when  they  are  written. 

5.  Ask  the  employee  to  review  the  job  duties  and  criteria  on  his  or  her  EPRS  form  before  each  review 
session. 

6.  Find  a  quiet,  private  place  to  hold  these  sessions,  if  possible. 


Preparation  for  the  Mid-year  Progress  Review 

1 .  Make  sure  the  employee  has  a  copy  of  his  or  her  EPRS  form  and  the  rating  scale  before  the  mid-year 
meeting. 

2.  Go  over  the  employee's  performance  and  any  notes  you  may  have  to  remind  you  of  how  the  employee 
is  doing  the  job  (for  the  last  6  months).  Compare  this  to  the  duties  and  criteria  on  the  EPRS  form. 

3.  Before  the  mid-year  progress  review  meeting,  ask  the  employee  to  think  about  and  rate  his  or  her 
performance  for  each  job  duty  listed  on  the  EPRS  form  and  for  overall  job  performance. 

4.  In  Pencil,  rate  the  employee  on  the  EPRS  form.  Do  not  make  any  final  decisions  on  the  ratings  until 
you  have  met  with  the  employee  and  discussed  his  or  her  performance. 

5.  Talk  to  the  reviewer  about  your  thoughts  on  the  ratings  before  you  meet  with  the  employee. 
Now  you  are  ready  to  begin  Stage  B. 
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The  7  Steps  of  Stage  B:  Progress  Review 

Step  1.  Meet  informally  with  the  employee  regularly 

You  should  hold  short  informal  progress  review  sessions  regularly  with  the  employee.  At  these  sessions  you 
should  discuss  how  the  employee  is  doing. 

These  sessions  are  a  way  of  "keeping  on  top  of  things"  for  you  and  the  employee.  You  can  handle  small  issues 
before  they  become  large  problems,  and  avoid  any  surprises  at  the  mid-year  review. 

Start  holding  these  sessions  shortly  after  agreeing  on  the  main  job  duties  and  the  performance  criteria  for  each 
duty  in  Stage  A.  You  might  hold  them  at  the  same  time  every  2  weeks  or  once  a  month. 

1 .  Talk  about  examples  of  job  performance  which  you  have  seen,  whenever  possible.  For  example,  you 
might  discuss: 

•  Unusually  good  or  poor  job  performance 

•  Things  blocking  successful  performance  and  possible  solutions 

•  Changes  to  the  job  duties  or  criteria 

•  Progress  towards  work  unit  objectives 

2.  During  the  sessions  be  specific  about  job  performance  for  each  duty: 

•  Talk  about  what  the  employee  did  or  did  not  do. 

•  Talk  about  how  the  employee's  performance  was  above  or  below  expectations. 

•  If  needed,  talk  about  ways  to  improve  the  employee's  performance. 

3.  Change  the  duties  and  criteria  on  the  EPRS  form  only  for  good  reason.  Often  the  form  will  change 
when  the  assignments  or  procedures  of  the  work  unit  change.  If  you  change  the  form,  date  and 
initial  the  change. 

Be  sure  that  the  reviewer  is  told  about  any  changes  to  the  EPRS  form  which  you  and  the  employee 
make  during  informal  progress  reviews. 

4.  Let  the  reviewer  know  how  things  are  going  with  the  employee  during  the  year. 

Of  course,  you  do  not  have  to  wait  for  these  meetings.  Any  time  you  see  the  employee  doing  something  very 
well,  let  him  or  her  know  you  have  noticed.  And,  if  a  problem  comes  up  which  needs  attention,  you  or  the 
employee  should  ask  for  a  special  session  to  discuss  it. 
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Step  2.  Begin  the  mid-year  review 

You  should  start  the  mid-year  meeting  by  going  over  EPRS  and  reviewing  what  will  happen  in  this  Stage  so  that 
the  employee  knows  what  to  expect. 

1 .  Here  is  what  you  might  say  to  an  employee: 

•  The  purpose  of  this  meeting  is  to  let  you  know  how  well  you  are  doing,  and  to  help  you  improve 
in  certain  areas,  if  needed. 

•So  far  this  year  we  have  been  getting  together  to  go  over  your  job  performance. 

•  We  are  now  in  the  middle  of  the  year,  and  it  is  time  for  the  mid-year  progress  review.  At  this  review 
we  will  do  these  things: 

—You  and  I  will  discuss  your  job  performance  so  far  this  year. 

—After  that  we  will  fill  out  the  EPRS  form  and  I  will  rate  your  job  performance  so  far. 

—We  will  discuss  the  duties  and  criteria  we  will  use  to  evaluate  your  performance  for  the  rest 

of  the  year. 
—Then  we  will  both  sign  the  EPRS  form. 

•  After  we  are  done  and  the  reviewer  has  signed,  I  will  give  you  a  copy  of  the  EPRS  form. 

•  Before  we  start,  do  you  have  the  copy  of  your  EPRS  form  and  the  EPRS  rating  scale  which  I  gave  you 
a  little  while  ago? 

2.  Before  going  on  to  Step  3  keep  these  things  in  mind: 

•  You  should  remain  "open  minded"  and  listen  carefully  to  what  the  employee  has  to  say  about  his 
or  her  performance.  The  employee  knows  most  about  the  details  of  what  he  or  she  is  doing  day-to-day. 

•  You  should  focus  on  what  the  employee  is  doing  well. 

•  You  should  try  to  help  the  employee  notice  and  find  ways  to  solve  any  problems  he  or  she  may  have 
doing  the  job. 

•  You  may  need  to  help  the  employee  understand  what  successful  job  performance  is. 

•  Remember  that  the  employee  may  not  appeal  the  mid-year  advisory  rating. 
Now  begin  Step  3. 
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Step  3.  Discuss  and  rate  performance  for  each  duty 

This  is  the  main  part  of  the  mid-year  progress  review  meeting.  It  is  usually  the  hardest  part  for  the  supervisor. 

When  possible,  you  should  talk  about  examples  of  job  performance  which  you  have  seen.  This  step  will  be 
easier  if  you  have  had  many  informal  progress  review  sessions  with  the  employee. 

To  begin,  you  and  the  employee  should  take  out  your  copies  of  the  rating  scale  and  the  EPRS  form. 

1 .  Go  over  the  rating  scale  which  you  gave  the  employee  before  the  meeting.  Talk  about  the  difference 
between  "meets",  "exceeds"  and  "below",  in  general.  Ask  the  employee  if  he  or  she  understands 
these  ratings. 

2.  Turn  to  the  back  of  the  EPRS  form  which  lists  the  duties.  Discuss  each  duty  separately.  For  each  duty: 

•  Go  over  the  job  duty  and  the  criteria  for  that  duty.  Ask  the  employee  how  he  or  she  has  been 
doing.  Ask  for  details  of  job  performance.  Ask  if  there  are  any  problems  in  doing  the  job  duty. 

•  Explain  how  you  see  the  employee  performing  that  duty.  Be  as  specific  as  possible.  If  you  need  time 
to  get  more  information,  you  may  need  another  meeting. 

•  Talk  about  specific  job  performance,  not  personalities. 

Say  this:  The  last  3  monthly  summaries  have  been  incomplete.  All  parts  have  to  be  filled  in. 

Not  this:  You  have  handed  in  incomplete  work  because  you  are  lazy  and  don't  care  about 
your  work. 

•  Focus  on  the  positive.  If  the  employee  is  doing  90%  of  the  job  right,  then  spend  90%  of 
the  meeting  talking  about  what  is  being  done  right.  This  will  encourage  the  employee  to 
continue  doing  this  right. 

•  Talk  about  how  you  and  the  employee  agree  and  disagree.  Keep  to  the  important  parts  of  the  job, 
not  unimportant  details. 

•  If  the  duty  or  criteria  have  changed  since  the  EPRS  form  was  written,  you  should  note  the  change 
and  the  reason  for  the  change  on  the  form.  Rate  the  employee's  performance  up  until  the  change. 
If  this  is  not  possible,  explain  why  and  comment  on  the  employee's  performance.  Then  write  this 
on  back  of  the  EPRS  form. 
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3.  Make  an  advisory  rating  for  each  duty  based  on  how  well  you  think  the  employee  has  done  so  far  this 
year.  Then  record  your  advisory  rating  on  the  back  of  the  EPRS  form. 

•  Choose  the  rating  you  think  is  best  for  the  dutyyou  are  rating.  Re-read  the  rating  scale  before  making 
the  rating. 

•  Circle  the  word  "meets",  "exceeds"  or  "below"  for  the  duty.  You  will  find  these  words  next  to  the 
words  "Progress  Review"  near  the  bottom  of  each  box  on  the  back  of  the  form. 

•  You  may  write  a  comment  on  any  rating.  You  must  explain  a  rating  of  "exceeds"  or  "below". 
This  is  a  sample  of  the  back  of  the  EPRS  form: 

Example  of  Advisory  Ratings  for  Two  Job  Duties 


Duty 


Covers  telephone  for  Langley  Office  by  transferring  calls,  taking  messages,  providing  information,  main- 


taining lists  of  calls,  so  that  each  staff  member  promptly  receives  telephone  calls/messages 

Performance  Criteria:  (Performance  is  successful  if:)  a.  messages  taken  are  accurate,  clear  and  referred  to  the  appropriate 

person. 

b.  manner  on  telephone  is  courteous  and  helpful. 

c.  telephone  is  answered  promptly  at  all  times. 

d.  information  provided  is  accurate  and  clear. 


ACTUAL  PERFORMANCE^ 

Progress  Review:  (meet?) 

Progress  Review  Comments:  None 


exceeds  below  Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


> 


Duty       3      :   Telephones  information  into  central  office/other  field  offices  on  a  routine  basis  to  provide  daily/weekly  updates 
on  activities/assignments. 

Performance  Criteria:  (Performance  is  successful  if:)  a.  information  is  provided  accurately. 

b.  information  is  telephoned  promptly/on  schedule. 


< 


ACTUAL  PERFORMANCE:  

Progress  Review:  meets  L  exceeds"^ 

Progress  Review  Comments:  Effective  8/8/87,  Natalie 
took  on  this  important  new  responsibility.  Based  on  initial 
reports  from  the  CO  and  the  Holyoke  Office,  this  phone-in 
procedure  has  been  working  out  very  well  due  to  Natalie's 
initiative  and  reliability. 


below  Annual  Review:  meets 

Annual  Review  Comments: 


exceeds 


below 


When  you  have  discussed  and  rated  all  the  duties,  go  on  to  Step  4  where  you  talk  about  ways  to  improve  the 
employee's  job  performance,  if  needed. 
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Step  4.  Discuss  and  write  down  ways  to  improve  performance 

After  you  make  the  advisory  rating  for  each  job  duty,  talk  about  ways  to  improve  job  performance,  when 
necessary. 

1 .  Ask  if  the  employee  is  satisfied  with  his  or  her  job  performance. 

2.  Tell  the  employee  whether  or  not  you  are  satisfied  with  performance  on  this  duty.   If  performance 
was  not  successful,  try  to  find  out  why. 

3.  Help  the  employee  think  about  ways  to  do  that  job  duty  better,  if  necessary. 

•  Is  anything  getting  in  the  way  of  job  performance  which  you  can  help  correct? 

•  Are  there  other  problems  keeping  the  employee  from  getting  the  work  done  right? 

•  Was  there  more  work  to  do  than  you  and  the  employee  expected? 

•  Was  the  work  harder  than  either  of  you  expected? 

•  Has  the  employee  ever  done  the  job  duty  right?  If  so,  why  isn't  it  done  right  more  often? 

•  Is  there  some  skill  or  information  the  employee  needs  to  learn  to  do  the  job  better? 

•  Ask  the  employee  if  there  is  anything  you  can  do  to  help. 

4.  If  improved  performance  is  needed,  you  might  talk  about  how  you  and  the  employee         ^ 
will  work  to  change  performance  on  the  duty  over  the  next  six  months. 

Write  down  ways  you  agree  on  to  improve  job  performance.  This  may  be  written  in  the  comments  space 
under  the  rating  for  the  job  duty,  or  on  a  separate  piece  of  paper  you  attach  to  the  form. 

Now  it  is  time  to  discuss  and  to  rate  the  employee's  overall  job  performance. 
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Step  5.  Discuss  and  rate  overall  job  performance 

You  and  the  employee  have  discussed  how  he  or  she  is  doing  on  each  job  duty  and  worked  out  ways  to 
improve  performance  where  needed.  It  is  time  to  rate  how  the  employee  has  done  overall. 

1 .  Ask  the  employee  to  think  about  how  he  or  she  performed  all  of  the  job  duties  for  the  position  for 
the  last  6  months.  Then  ask  how  the  employee  would  rate  his  or  her  job  performance  overall. 

2.  Ask  the  employee  if  he  or  she  did  important  work  that  may  not  yet  be  written  on  the  EPRS  form. 

3.  Tell  the  employee  how  you  feel  he  or  she  did  overall.  Also  tell  the  employee  the  advisory  rating  you 
plan  to  give  for  this  duty. 

4.  Discuss  how  you  agree  or  disagree.  You  may  remind  the  employee  that  the  mid-year  rating  is  only 
meant  to  be  advisory. 

5.  Make  your  advisory  rating  of  the  employee's  overall  job  performance  so  far  this  year. 

Re-read  the  rating  scale  definitions  before  making  this  rating.  You  should  make  the  overall  advisory 
rating  for  the  employee  based  on  all  the  duties  assigned,  even  if  they  are  not  written  on  the  EPRS 
form.  But,  it  is  very  unusual  to  give  an  employee  a  "below"  or  "exceeds"  based  on  duties  not  listed 
on  the  EPRS  form.  The  overall  rating  does  not  have  to  be  an  average  of  the  ratings  on  all  the  duties. 


You  should  make  the  overall  rating  for  the  employee  even  if  some  duties  or  criteria  have  changed  during 
the  year. 


6.  Circle  the  word  "meets",  "exceeds"  or  "below"  next  to  the  words  "Progress  Review  Summary 
Rating"  in  Section  B  on  the  front  of  the  EPRS  form. 


Example  of  Overall  Advisory  Rating 


* 


*    Performance.  Manning:  Employee  and  supervisor  meet  to  plan  the  work  for  the  year 

A%  0  Discuss  contributing  role  of  employee  in  unit  ST  Discuss  and  finalize  the  duties  and  criteria 

Primary  Job  Duties  and  Performance  Criteria:  On  the  reverse  side  list  the  employee's  primary  job  duties  from  the  most  current  position  descrip- 
tion and  the  performance  criteria  which  will  be  used  to  evaluate  the  employee's  performance  of  these  duties  during  the  performance  period. 
Copies  of  the  reverse  may  be  used  if  more  space  is  needed. 

Signature  TjdtZ&U.  4j '.    Af^JL*^  3-14^01    WctSl  f pJuW 

Employee/date  ^cT-r*!  Supervisor/date  %-%-%*}  Reviewer/date     %/f/f7 

Comments  attached:    D  yes       0  no  □  yes       0  no  □  yes        0  no 


"N 


ewer/date     f/i 


B  Progress  Review:  Employee  and  supervisor  meet  to  help  the  employee  meet  criteria 
W  Discuss  progress  for  each  duty  0  Assign  advisory  rating  for  each  duty 

Si  Assign  advisory  rating  for  overall  performance 

Progress  Review  Summary  Rating:     C^meets^       exceeds  below 

Supervisor's  Comments:  Natalie  is  adapting  well  to  our  procedures  here  at  the  Langley  Office. 


< 


Signatures: 

Employee/date 

Comments  attached:   □  yes        □  no 


Supervisor/date 
□  yes       □  no 


f*  Annual  Review:  Employee  and  supervisor  meet  to  evaluate  job  performance 


Reviewer/date 
□  yes        □   no 


7.  You  may  write  a  comment  on  any  rating.  You  must  explain  a  rating  of  "exceeds"  or  "below' 


Now  go  on  to  Step  6. 
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Step  6.  Update  the  duties  and  criteria 

Now  is  the  time  to  update  the  EPRS  form,  if  needed.  You  and  the  employee  should  both  look  at  the  duties 
and  the  criteria.  Together  you  should  ask  yourselves,  "Have  the  duties  or  criteria  changed?" 

1.  Make  sure  the  duties  listed  are  still  the  most  important  for  the  rest  of  the  year. 

•  If  a  duty  should  be  added,  write  it  on  the  back  page  of  the  EPRS  form,  or  on  a  blank  copy  of 
that  page. 

•  If  a  duty  is  no  longer  performed,  or  is  no  longer  important,  write  on  the  form:  "No  longer  part  of 
EPRS"  with  your  initials  and  date. 

2.  Make  sure  the  criteria  for  each  duty  are  still  the  most  useful. 

•  The  criteria  may  have  to  change  during  the  year.  This  is  most  true  when  first  learning  to  use 
EPRS,  when  the  duties  are  new  or  when  people  using  EPRS  have  not  worked  together  before. 

•  Be  careful  not  to  lower  the  criteria  just  because  the  employee  is  not  performing  the  job  right. 

•  Think  about  the  performance  of  all  your  employees.  For  example,  if  all  the  employees  are  having 
trouble  doing  something,  they  may  need  training  or  you  may  need  to  change  the  way  the  job  is  done. 

•  If  you  change  the  criteria,  initial  and  date  the  changes. 

It  is  your  responsibility  as  a  supervisor  to  keep  the  EPRS  form  up-to-date  with  the  duties  and  criteria 
for  the  job  the  employee  is  actually  doing.  You  should  do  this  during  the  year  rather  than  at  the 
mid-year  meeting,  whenever  possible. 

Changes  to  the  EPRS  form  should  not  happen  frequently.  Changes  in  duties  are  expected  in  some  jobs,  to 
meet  the  demands  of  the  work  unit.  Changes  in  criteria  are  expected  less  often,  especially  when  the  criteria 
for  the  job  have  been  in  use  for  several  years. 

Now  you  are  ready  to  sign  the  form. 
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Step  7.  Sign  the  form  and  get  signatures 

As  in  Stage  A,  you  and  the  employee  and  the  reviewer  must  sign  the  front  of  the  EPRS  form  in  Section  B, 
Progress  Review. 

1 .  There  is  a  check  list  in  Section  B  (it  has  3  small  boxes).  Checkoff  each  box  to  show  you  finished  that  part. 

2.  You  and  the  employee  and  the  reviewer  have  the  right  to  attach  comments  to  the  EPRS  form. 

3.  Explain  to  the  employee  what  signing  this  section  means. 

•  Your  signature  means  that  you  have  done  the  advisory  ratings  and  discussed  them  with  the  employee. 

•  The  employee's  signature  means  the  employee  understands  the  evaluation  and  the  comments 
written  on  the  EPRS  form.  If  the  employee  does  not  agree  with  your  ratings,  he  or  she  should  attach 
comments  to  the  form,  and  then  sign  the  form.  Then  you  should  check  the  comments  box  on  the 
front  of  the  form,  showing  that  the  employee  has  attached  comments. 

•  The  reviewer's  signature  means  that  the  reviewer  has  read  your  advisory  ratings  and  comments 
you  or  the  employee  wrote,  and  agrees  with  the  ratings.  If  the  reviewer  disagrees,  he  or  she  will 
attach  comments  to  the  form. 


4.  Get  the  required  signatures  in  Section  B. 

If  the  employee  does  not  want  to  sign  the  form,  try  to  find  out  why.   Make  a  note  of  this  on  the  form 

5.  After  the  form  is  signed,  give  a  copy  to  the  employee  and  the  reviewer  and  your  personnel  office. 
You  keep  the  original. 


Anytime  you  make  changes  to  the  form,  be  sure  to  send  a  copy  to  your  personnel  office  so  they  can 
attach  it  to  the  original  form. 

Example  of  Signed  Advisory  Rating 


^  Reviewer/date      %/t/tl 


Mk    Performance  Planning:   Employee  and  supervisor  mee/to  plan  the  work  for  the  year 

^\  21   Discuss  contributing  role  of  employee  in  unit  SI   Discuss  and  finalize  the  duties  and  criteria 

Primary  Job  Duties  and  Performance  Criteria:  On  the  reverse  side  list  the  employee's  primary  job  duties  from  the  most  current  position  descrip- 
tion and  the  performance  criteria  which  will  be  used  to  evaluate  the  employee's  performance  of  these  duties  during  the  performance  period 
Copies  of  the  reverse  may  be  used  if  more  space  is  needed. 

Signatures:      tyaX*jUjL  /U .  ^<nO^ tftJmCJP    jfOVt 

Employee/date    ?lf/J1  Supervisor/date     f-f'f1  Reviewer/date      %/$ft 

Comments  attached:    □  yes        B  no  D  yes        B  no  D  yes       0  no 

r%  Progress  Review:   Employee  and  supervisor  meet  to  help  the  employee  meet  criteria 

^)  21  Discuss  progress  for  each  duty  0   Assign  advisory  rating  for  each  duty 

13  Assign  advisory  rating  for  overall  performance 

Progress  Review  Summary  Rating:        (/neetT)  exceeds  below 

Supervisor's  Comments:  Natalie  is  adapting  well  to  our  procedures  here  at  trie  Langley  Office. 


< 


Signatures: 


1/dhlv/tf.Aft. 


&*M£. 


Employee/daje      \ll2j$% 
Comments  attached:    d    yes         0    I 


no 


Supervisor/date        l/il/gSY 
□  yes        H  no 


Reviewer/date       l/l'2-IGfr 
□  yes       Si  no    


Before  you  end  your  meeting,  you  should  prepare  the  employee  for  Stage  C,  Annual  Review.  This  is  described  next. 
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Ending  Stage  B  and  Preparing  for  Stage  C 

It  is  important  for  you  to  let  the  employee  know  that  the  informal  progress  review  sessions  will  continue  for  the 
rest  of  the  year. 

Remember  to  keep  track  of  how  the  employee  is  doing  over  the  rest  of  the  year  so  you  can  be  specific  when  you 
discuss  performance  at  the  Annual  Review. 

This  finishes  Stage  B. 

Here  is  a  check  list  of  the  steps  in  Stage  B.   Use  it  to  be  sure  you  have  done  all  of  them. 

Check  List  for  Stage  B 

1 .  Hold  informal  progress  reviews  as  needed 

2.  Prepare  for  the  mid-year  Progress  Review  meeting 

3.  Review  Stage  B  with  the  employee 

4.  Discuss  and  rate  performance  for  each  duty 

5.  Discuss  and  write  down  ways  to  improve  job  performance 

6.  Update  job  duties  and  criteria,  if  needed 

7.  Discuss  and  rate  overall  job  performance 

8.  Sign  the  form  and  get  signatures  

9.  Plan  to  continue  to  hold  regular  informal  progress  review  meetings 
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Addition  to  Chapter  Two: 
Role  of  the  Reviewer  for  Stage  B 

At  least  a  few  times  during  the  year,  the  reviewer  should  talk  with  the  supervisor  to  see  how  each  employee 
is  doing.  If  the  reviewer  changes  the  objectives,  job  assignments  or  work  procedures  of  the  unit,  he  or  she 
should  help  the  supervisors  make  any  changes  needed  in  the  EPRS  forms  for  their  employees.  Changes  to  the 
EPRS  forms  should  be  dated  and  initialed. 

Before  the  mid-year  progress  review  meeting,  the  reviewer  should  meet  with  the  supervisor  to  discuss  the 
employee  and  to  help  the  supervisor  get  ready  for  the  progress  review  meeting.  After  the  mid-year  meeting 
the  reviewer  goes  over  the  results  of  the  meeting. 

Help  the  supervisor  prepare  for  the  formal  Progress  Review  Meeting 

The  reviewer  should: 

1.  Explain  how  to  use  the  EPRS  rating  scale  and  discuss  the  differences  between  "meets", 
"exceeds"  and  "below",  in  general. 

2.  Talk  about  how  these  ratings  apply  to  the  duties  and  criteria  written  on  the  employee's 
EPRS  form. 

Review  the  results  of  Stage  B 

Here  the  reviewer  makes  sure  that  the  results  of  Stage  B  make  sense.  When  the  EPRS  form  is  given  to  the 
reviewer  for  review,  he  or  she  should  answer  these  questions  about  Stage  B. 

1.  Do  the  information,  rating  and  comments  on  the  EPRS  form  make  sense? 

•  Are  the  ratings  consistent  with  job  performance  and  with  the  performance  criteria? 

•  Are  the  comments  logical  and  related  to  job  performance  and  the  performance  criteria? 

2.  Is  there  consistency  of  ratings  across  supervisors?  Are  employees  who  are  doing  equal  quality 
work  on  similar  duties  being  rated  alike?  Joint  meetings  with  all  supervisors  under  you  can 
assist  in  this  review. 

3.  Was  the  EPRS  form  filled  out  correctly? 

•  Was  each  duty  rated  and  were  comments  made  where  called  for  on  the  EPRS  form? 

•  Was  the  overall  rating  completed  on  the  front  of  the  form,  and  were  comments  made  where 
needed  (for  "exceeds"  and  "below"  ratings)? 

•  Is  the  form  signed  by  the  employee  and  supervisor? 

Sign  the  EPRS  Form  and  Comment  on  the  Advisory  Ratings 

The  reviewer  does  not  make  progress  review  ratings.  If  the  reviewer  agrees  with  the  ratings  he  or  she  signs 
the  form,  and  may  comment.  If  the  reviewer  disagrees,  he  or  she  should  write  and  attach  comments  and 
then  sign  the  form. 
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Stage  C 


There  are  five  steps  in  the  Annual  Review.  They  are: 


1.  Begin  the  Annual  Review. 


2.  Discuss  and  rate 
performance  for 
each  duty. 


3.  Discuss  and  rate  overall 
job  performance. 


4.  Discuss  and  write  down 
an  employee 
development  plan. 


5.  Sign  the  form  and 
get  signatures. 


Chapter  3 

Stage  C:  Annual  Review 


Purpose 

In  the  Annual  Review  Stage  you  let  the  employee  know  how  well  he  or  she  performed  the  job  over  the  year. 
Your  ratings  may  be  used  to  make  future  personnel  decisions. 

Summary 

There  are  five  steps  in  the  Annual  Review.  They  are: 

1.  Begin  the  Annual  Review  meeting  by  explaining  what  will  happen  in  this  Stage  so 
that  the  employee  knows  what  to  expect. 

2.  Discuss  and  rate  performance  for  each  duty  so  the  employee  knows  exactly  how 
well  he  or  she  performed  each  duty  over  the  year. 

3.  Discuss  and  rate  overall  job  performance  so  that  the  employee  knows  exactly  how 
well  he  or  she  performed  the  job  overall,  during  the  year. 

4.  Discuss  and  write  down  an  employee  development  plan  so  that  the  employee 
thinks  about  and  plans  for  his  or  her  career  development.  This  step  is  done  only  if  the 
employee  wants  to  do  this. 

5.  Sign  the  form  and  get  signatures  to  show  that  you  and  the  employee  and  the 
reviewer  understand  the  ratings  and  comments. 


Chapter  Outline 

This  chapter  describes  each  of  the  steps  in  the  Annual  Review  in  detail.  It  covers: 

•  How  to  prepare  for  the  Stage  C  meeting 

•  The  five  steps  of  Stage  C 

•  Ending  Stage  C  and  preparing  for  next  year's  evaluation  cycle 

•  Stage  C  check  list 


Notes 
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How  to  Prepare  for  Stage  C 

Before  you  hold  the  Stage  C  meeting,  both  you  and  the  employee  should  prepare  for  this  meeting.  There 
are  several  things  you  and  the  employee  need  to  think  about  and  do  to  get  ready  for  Stage  C. 

1.  Make  sure  the  employee  has  a  copy  of  his  or  her  EPRS  form  and  the  rating  scale  before  the  Annual 
Review  meeting. 

2.  Ask  the  employee  to  review  the  job  duties  and  criteria  on  his  or  her  EPRS  form  before  the  Annual 
Review  meeting. 

3.  Ask  the  employee  to  think  about  his  or  her  performance  for  each  job  duty  listed  on  the  EPRS 
form,  and  for  overall  performance  for  the  year. 

4.  Review  the  employee's  performance  and  any  notes  you  may  have  to  see  how  the  employee  is  doing 
the  job.  Compare  these  to  the  duties  and  criteria  on  the  EPRS  form. 

5.  In  pencil,  rate  the  employee  on  the  EPRS  form.  Do  not  make  any  final  decisions  on  the  ratings 
until  you  have  met  with  the  employee  and  discussed  his  or  her  performance.  Keep  an  open  mind 
and  listen  to  what  the  employee  has  to  say  before  making  the  ratings. 

6.  Think  about  what  types  of  employee  development  activities  you  may  be  able  to  offer  the  employee. 

7.  Talk  to  the  reviewer  about  your  thoughts  on  the  ratings  before  you  meet  with  the  employee. 

8.  Find  a  quiet,  private  place  to  hold  the  Annual  Review. 
Now  you  are  ready  to  start  Stage  C. 
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The  5  Steps  of  Stage  C:  Annual  Review 

Step  1.   Begin  the  Annual  Review  meeting 

You  should  start  the  Annual  Review  meeting  by  going  over  what  will  happen  in  this  Stage  of  EPRS  so  that 
the  employee  knows  what  to  expect. 

1.  Here  is  what  you  might  say  to  the  employee. 

•  You  and  I  have  used  EPRS  to  plan  your  work  and  to  go  over  your  job  performance  during  the 
year.  So,  we  both  should  have  a  good  idea  how  you  are  doing. 

•  The  main  purpose  of  this  meeting  is  to  review  your  work  for  the  year  and  to  discuss  how  you 
performed  over  the  whole  year.  A  second  purpose  is  to  help  you  think  about  and  plan  for 
your  career  development,  if  you  want  to  do  this. 

•  At  this  review  we  will  do  five  things: 

—We  will  review  the  rating  scale. 

—We  will  discuss  your  job  performance. 

—After  that,  we  will  fill  out  the  EPRS  form  and  I  will  rate  your  job  performance  for  the  whole 

year. 
—We  will  discuss  employee  development  and,   if  you  want  to,   together  we  will  write  an 

employee  development  plan. 
—Then  we  will  sign  the  EPRS  form,  and  you  will  be  able  to  add  your  own  comments. 

•  After  we  are  done  and  the  reviewer  has  made  the  final  rating  and  has  signed  the  form,  I  will 
give  you  a  copy  of  your  EPRS  form. 

2.  You  should  also  explain  to  the  employee  that  there  are  two  ways  to  appeal  the  evaluation. 
Union  members  can  use  the  grievance  appeal  procedure  of  the  Union  contract,  Article  24,  if  they 
receive  an  overall  rating  of  below.  Civil  service  employees  may  appeal  either  to  the  Civil  Service 
Commission  or  through  Article  24. 

3.  Before  going  on  to  Step  2  keep  these  things  in  mind. 

•  You  should  remain  "open  minded"  and  listen  carefully  to  what  the  employee  has  to 
say  about  his  or  her  performance.  The  employee  may  know  most  about  the  details  of 

what  he  or  she  is  doing  day-to-day.  <c 

•  Remember  that  you  will  start  planning  for  next  year  as  soon  as  you  finish  this  Stage.  Don't  try 
to  do  both  things  in  one  meeting.  Planning  for  the  next  year  is  important  enough  to  have  a 
separate  meeting  which  looks  only  to  the  next  year. 

Now  begin  Step  2. 
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Step  2.   Discuss  and  rate  performance  for  each  duty 

This  is  the  main  part  of  the  meeting.   Make  sure  you  and  the  employee  have  a  copy  of  the  EPRS  form  and 
the  rating  scale. 

1.  Go  over  the  rating  scale  which  you  gave  the  employee  before  the  meeting.  Talk  about  the 
difference  between  "meets",  "exceeds"  and  "below",  in  general.  Emphasize  that  "meets" 
covers  a  very  wide  range  of  job  performance.  Ask  the  employee  if  he  or  she  understands  these 
ratings. 

2.  Turn  to  the  back  of  the  EPRS  form.  Discuss  each  duty  separately,  and  then  rate  each  duty.  For 
each  duty: 

•  Go  over  the  job  duty  and  the  criteria  for  that  duty.  Ask  the  employee  how  he  or  she 
has  been  doing  on  this  job  duty.  Ask  for  details  about  job  performance. 

•  Explain  your  view  of  how  the  employee  has  performed  that  duty.   Be  as  specific  as  possible. 
If  you  need  time  to  get  more  information,  you  may  need  another  meeting. 

•  Talk  about  specific  job  performance,  not  personalities. 

•  Focus  on  the  positive.  This  will  help  the  employee  know  exactly  what  he  or  she  has 
done  right. 

•  Choose  the  rating  you  think  is  best  for  each  duty.   Reread  the  rating  scale  before 
making  the  rating. 

•  Talk  about  how  you  and  the  employee  agree  and  disagree.   Keep  to  the  important 
parts  of  the  job,  not  unimportant  details.  For  example: 

/  fee/  you  earned  an  "exceeds"  for  Duty  1  for  exactly  the  reasons  you  just 
gave. 


I  agree  that  you  did  very  well  on  Duty  2,  and  gave  you  "meets"  on 
Duty  2.  Here  are  my  reasons  .  .  . 

Duty  3  must  get  a  "below"  rating.  When  we  talked  last  month  we 
agreed  this  part  of  the  work  has  to  be  done  better. 

I  gave  Duty  4  a  "below"  rating.  Here  are  my  reasons  .  .  . 

You  did  better  than  you  think  on  Duty  5.  There  was  a  problem  last 
month,  but  your  performance  over  the  whole  year  was  better  than  that. 
I  gave  you  a  "meets"  on  Duty  5. 

On  Duty  6,  I  gave  you  a  "below".  When  we  talked  about  this  last 
month,  I  said  that  your  work  would  have  to  improve  greatly  to  get  a 
"meets"  rating. 
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3.  Write  down  your  rating  for  each  duty. 

•  Be  sure  you  circle  the  word  "meets",  "exceeds"  or  "below"  for  each  duty.  You  will 
find  these  words  next  to  the  words  "Annual  Review"  near  the  bottom  of  each  box  on 
the  back  of  the  form. 

•  You  may  comment  on  any  rating.  You  must  explain  a  rating  of  "exceeds"  or  "below" 
in  the  space  under  the  progress  review  rating.  (See  the  example  below.) 

Here  is  an  example  of  part  of  the  EPRS  form,  filled  out  with  ratings  and  comments  for  each  day. 


* 


Example  of  Annual  Review  Ratings  for  Two  Job  Duties 


Duty       3      :  Telephones  information  into  central  office/other  field  offices  on  a  routine  basis  to  provide  daily/weekly  updates 
on  activities/assignments. 

Performance  Criteria:  (Performance  is  successful  if:)  a.  information  is  provided  accurately. 

b.  information  is  telephoned  promptly/on  schedule. 


ACTUAL  PERFORMANCE: 
Progress  Review:  meets  (exceeds^ 

Progress  Review  Comments:  Effective  8/8/87,  Natalie 
took  on  this  important  new  responsibility.  Based  on  initial 
reports  from  the  CO  and  the  Holyoke  Office,  this  phone-in 
procedure  has  been  working  out  very  well  due  to  Natalie's 
initiative  and  reliability. 


below 


Annual  Review: 


exceeds 


below 


Annual  Review  Comments:  There  were  two  instances 
in  the  3rd  quarter  where  Section  12  violations  reported 
by  an  Inspector  were  never  phoned  in.  However,  Natalie's 
performance  of  this  duty  over  the  entire  period  has 
certainly  met  the  criteria 


>„ 


Duty       4      :  Processes  incoming  mail,  memoranda,  packages,  etc.  by  receiving/sorting/stamping/routing/distributing 

materials  received  to  ensure  prompt  receipt  by  addressee. 

Performance  Criteria:  (Performance  is  successful  if:)  a.  mail  is  properly  processed  and  distributed. 

b.  mail  is  processed  and  distributed  within  prescribed  deadlines. 


ACTUAL  PERFORMANCE^^ 
Progress  Review:  fmeets^ 

Progress  Review  Comments: 


exceeds 


below 


Annual  Review:  I  meet 

Annual  Review  Comments: 


exceeds 


below 


When  you  have  discussed  and  rated  all  the  duties,  go  on  to  Step  3  where  you  discuss  and  rate  overall  job 
performance. 
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Step  3.   Discuss  and  rate  overall  job  performance 

Next  you  evaluate  how  the  employee  has  done  overall,  as  you  did  in  the  mid-year  review. 


1.  Ask  the  employee  to  think  about  how  he  or  she  has  performed  overall  on  the  job  for  the  past 
year.  Then  ask  the  employee  to  let  you  know  what  he  or  she  thinks  about  his  or  her  overall  job 
performance. 


2.  Ask  the  employee  if  he  or  she  did  important  work  which  is  not  written  on  the  EPRS  form.  If  so, 
you  might  describe  this  work  in  the  comments  section  on  the  front  of  the  EPRS  form,  in  Section  C. 


3.  Tell  the  employee  how  you  feel  he  or  she  has  performed  overall. 


4.  Discuss  how  you  agree  or  disagree. 


5.  Fill  in  the  employee's  attendance  at  the  bottom  of  Section  C  on  the  front  of  the  EPRS  form. 


Rate  the  employee's  overall  job  performance.  Use  your  best  judgement.  Reread  the  rating 
scale  definitions  before  making  this  rating.  The  overall  rating  does  not  have  to  be  an 
average  of  the  ratings  on  all  the  duties.  Some  duties  may  be  more  important  than  others  or 
done  more  frequently.  You  should  rate  the  employee  based  on  all  the  duties  assigned,  even  if 
they  are  not  written  on  the  EPRS  form.  But,  it  is  very  unusual  to  give  an  employee  a  "below" 
or  "exceeds"  based  on  duties  not  listed  on  the  EPRS  form.  When  you  make  the  overall  rating 
think  about  the  employee's  performance  over  the  whole  year. 
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7.  Circle  the  word  "meets",  "exceeds"  or  "below"  next  to  the  words  "Annual  Review  Summary 
Rating"  in  Section  C  on  the  front  of  the  EPRS  form. 

8.  You  may  comment  on  any  rating.  You  must  explain  a  rating  of  "exceeds"  or  "below"  in  the 
space  under  the  rating  in  Section  C.  A  sample  of  this  is  below. 

Note  on  Attendance:  There  is  a  place  on  the  front  of  the  form  where  you  should  list  attendance 
information.  Poor  attendance  should  only  affect  the  performance  rating  if  job  performance  is  affected. 
Attendance  problems  which  do  not  lower  job  performance  should  not  lower  the  rating.  Poor  attendance 
should  be  dealt  with  through  the  corrective  discipline  process,  if  necessary. 


Example  of  Annual  Review  Overall  Rating 


* 


Annual  Review:  Employee  and  supervisor  meet  to  evaluate  job  performance 

H-  Discuss  job  performance  over  whole  year  0  Rate  performance  for  entire  year  for  each  duty 

W  Rate  overall  performance  for  entire  year  CD  Formulate  a  Development  Plan  at  the  option 

of  the  employee— Plan  attached:  CD  yes  CD  no 


Annual  Review  Summary  Rating:   (jnee\£>  exceeds  below 


Supervisor's  Comments  (explain  ratings  of  exceeded  or  below  expectations,  unanticipated  contributions,  areas  of  improvement  and  unusual 
attendance  patterns):  Natalie  has  proven  to  be  quite  a  resource  to  this  office  since  her  transfer  here  last  July.  Our  field  inspectors  now  rely 
on  her  as  a  key  link  for  conveying  operational  and  administrative  information  to  the  Central  Office. 


Supervisor: 


Employee:  I  CD   agree     CD   disagree  with  this  evaluation. 
Employee's  Comments: 


signature/date 


Employee: 


signature/date 
Reviewer's  Determination:  On  the  basis  of  my  review  I  have  determined  that  the  employee's  rating  is: 

meets  exceeds  below 

Reviewer's  comments:  I  join  with  Natalie's  supervisor  in  commending  her  for  the  role  she  has  assumed  at  the  Langley  Office. 

Reviewer: 


signature/date 
Employee:  iD  agree    D   disagree  with  the  reviewer's  determination.  Employee's  final  comments: 


Employees 


signature/date 
Attendance:   Number  of  days  sick  leave  used      6  Numberof  daysoff  thepayroll        0         Numberof  daystardy 


Now  you  and  the  employee  should  go  on  to  Step  4  and  talk  about  employee  development. 
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Step  4.   Discuss  and  write  down  an  employee  development  plan 

After  you  have  completed  the  EPRS  ratings,  you  should  talk  with  the  employee  about  future  job  goals  and 
suggest  an  Employee  Development  Plan.  An  EMPLOYEE  DEVELOPMENT  PLAN  is  a  written  plan  formulated 
by  you  and  the  employee.  This  plan  lists  actions  which  can  lead  to  learning  new  job  skills  which  can  be  used 
for  the  present  job,  for  future  job  goals  or  for  general  career  development. 

Employee  development  plans  are  a  help  to  the  employee  and  you  and  the  agency.  The  employee  is 
improving  and  increasing  job  skills  and  may  be  preparing  for  other  job  goals.  You  have  a  better  educated 
and  skilled  employee  to  meet  your  work  unit  needs,  and  the  agency  has  an  employee  who  may  now  have 
the  skills  to  go  on  to  other  jobs  in  the  agency.   Everyone  benefits. 

Even  though  you  will  only  develop  a  plan  with  an  employee  if  he  or  she  wants  one,  you  should  prepare 
what  you  might  suggest  to  the  employee. 

When  you  prepare  for  the  Annual  Review  meeting,  talk  with  the  reviewer  and  the  department  or  agency 
training  staff,  if  there  is  one,  to  find  out  about  the  kinds  of  development  activities  which  are  available. 
This  is  also  the  time  to  check  with  the  reviewer  for  his  or  her  ideas  about  development  for  this  employee. 

Be  sure  that  you  only  offer  development  activities  that  you  can  actually  provide.  If  you  promise 
an  employee  that  he  or  she  can  attend  a  special  training  program,  and  then  find  out  your  agency  does  not 
have  the  funds  or  time  available,  you  are  both  disappointed.  Find  out  what  you  can  deliver  before 
promising  anything. 

1 .  Only  the  employee  may  decide  to  write  a  development  plan.  It  is  the  employee's  choice. 
Ask  the  employee  if  this  is  something  he  or  she  is  interested  in  doing.  Talk  about  the  positive 
things  that  might  come  from  having  a  plan. 

2.  It  is  important  to  remember  that  there  is  a  difference  between  training  needed  so  that  an 
employee  can  learn  to  "meet"  the  performance  criteria  for  the  job  and  employee  development. 
The  first  kind  of  training  is  to  correct  or  to  bring  performance  to  satisfactory  levels.  The  second, 
employee  development,  is  to  assist  the  employee  to  learn  new  skills. 

3.  In  the  meeting,  you  should  discuss: 

•  What  a  development  plan  is 

•  Benefits  to  the  employee 

•  Benefits  to  the  agency 

•  Types  of  development  activities  available 
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4.  If  an  employee  wants  a  development  plan,  together  you  and  the  employee  should: 

a.  Discuss  why  the  employee  wants  the  plan,  and  what  kind  of  career  goals  he  or  she  has. 

b.  Talk  about  the  different  kinds  of  development  activities  available  to  the  employee,  such  as: 

•  On-the-job  training,  for  skills  that  can  be  taught  at  work  by  observing  other  employees 
or  trying  new  activities 

•  Specific  skill  or  technical  training,  such  as  computer  use,  typing,   memo  writing, 
counseling 

•  Conferences  or  seminars  relating  to  the  job 

•  Career  advancement  training,  such  as  supervisory  training,  accounting 

•  Courses  given  by  the  Bureau  of  Human  Resource  Development  in  the  Department 
of  Personnel  Administration 

•  Courses  at  state  colleges  and  universities,  using  the  Tuition  Remission  Program  for 
either  single  courses  or  working  towards  a  degree 

•  Courses  developed  as  a  result  of  the  collective  bargaining  agreements 

•  Career  counseling  sessions 

•  Other  kinds  of  development 

c.  Remind  the  employee  that  any  training  or  development  program  should  be  consistent  with 
the  policies  of  the  agency. 

d.  The  employee  may  always  decide  to  pay  for  education  and  training  himself  or  herself.   In  this 
case,  as  with  any  plan,  it  is  important  for  you  to  support  these  efforts. 

e.  Discuss  which  of  the  development  options  might  best  meet  the  employee's  needs. 

f.  Emphasize  that  the  plan  should  lead  to  growth  in  the  current  job  or  prepare  the  employee 
for  future  job  responsibility. 

g.  On  the  Employee  Development  Form,  or  on  a  separate  piece  of  paper,  you  ana  the  employee 
should  write  down  the  plan,  including  the  possible  timetable  for  the  activities. 

h.  You  and  the  employee  and  the  reviewer  should  all  sign  and  date  the  plan,  make  copies  of  it 
for  each  of  you,  and  attach  it  to  the  EPRS  form. 

<c 
When  the  plan  is  completed,  you  should  place  a  check  in  the  box  marked  YES  on  the  front  of  the 
EPRS  form  under  Stage  C,  Formulate  a  Development  Plan. 

A  development  plan  can  be  used  to  encourage  employees  to  continue  to  grow  and  to  improve 
performance,  and  as  a  way  to  recognize  good  performance. 
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Example  of  Completed  Employee  Development  Plan 


NAME: 


EMPLOYEE  DEVELOPMENT  PLAN  , 


Agonry^XmiaA  ^f    Qgfttffgfafln*}  Safety     Location:    LaO^\C^      OftflCg; 
Position:        ^Q|S4    "[[* 


Evaluation  Year:    T/l  jl7   *     Lj^tjtt 

Goals:  (what  the  employee  is  working  to  accomplish) 


Date: 


1/30/** 


Plan: 


DEVELOPMENT  ACTIVITY 

(Which  development 
activity  will  be  done) 


LOCATION 

(Where  development 
activity  will  be  done) 


PLANNED  DATE(S) 

(When  will  development 
activity  begin  and  end) 


0  V>?A  IhMaw  b^mM)     ^^^T 


%jUmj^^>dbjM^^      8Uu2 


Aug  H,  a 


o 


Sep f  W" 


Employee  Comments: 


A(*Xd 


:mployee's  Signature 
Supervisor's  Comments 


dKMf~ 


Date 


^3o\** 


jervisor's/Signature 
Reviewer's  Comments: 


Date 


TfrrtVM.  £$GBXtA4 


Reviewer's  Signature 


Date         \      1 


C-70 


Step  5.  Sign  the  EPRS  form 

As  in  Stages  A  and  B  you  and  the  employee  and  the  reviewer  must  sign  the  front  of  the  EPRS  form  in 
Section  C,  Annual  Review. 

1.  There  is  a  check  list  in  Section  C  (it  has  4  small  boxes).  Check  off  each  box  to  show  that  you 
have  finished  that  part. 

2.  Explain  to  the  employee  what  signing  this  section  means. 

•  Your  signature  means  that  you  have  done  the  ratings  and  discussed  them  with  the 
employee,  and  you  offered  the  employee  a  chance  to  write  a  development  plan. 

•  The  employee's  signature  means  the  employee  understands  the  evaluation  and  the 
comments  written  on  the  EPRS  form  and  has  made  a  choice  about  the  development 
plan. 

Ask  the  employee  to  check  "agree"  or  "disagree"  to  show  if  he  or  she  agrees  with 
your  ratings.  If  the  employee  does  not  agree  with  your  ratings,  he  or  she  should  make 
comments  in  the  space  marked  "employee  comments"  and  then  sign  the  form.  If  the 
employee  refuses  to  sign  the  form,  note  this  in  your  comments  and  give  the  form  to 
the  reviewer. 

•  The  reviewer's  signature  means  that  the  reviewer  read  your  evaluation  and  any  com- 
ments attached  to  the  form  and  then  made  the  final  annual  review  ratings  and  comments. 

3.  Get  the  required  signatures  in  Section  C. 

•  The  employee  may  ask  for  time  to  think  about  comments.  In  this  case,  give  the 
employee  two  or  three  work  days  to  do  this. 

4.  After  the  form  is  signed,  keep  a  copy  and  give  a  copy  to  the  employee  and  the  reviewer.   Now 
you  should  send  the  original  to  your  personnel  office. 

Before  you  end  your  meeting,  you  should  prepare  the  employee  for  Stage  A,  Performance  Planning,  for 
the  next  year.  This  is  described  on  the  next  page. 
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Example  of  Completed  Form 


^ 


NAME:     Natalie  M.  Monroe 


Agency:     Division  of  Occupational  Safety 


Job  Title:      Typist  II 


The  Commonwealth  of  Massachusetts 
EMPLOYEE  PERFORMANCE  REVIEW  FORM 

Evaluation  Year:      July  h  1987 -June  30,  1988 

Location/Unit:      Field  Operations/Lanqley  Office 

Functional  Title:      Receptionist 


Supervisor:      Bernice  Hunt 


Reviewer:  Denise  Toomey 


The  employee  and  supervisor  should  consult  their  EPRS  Guide  for  a  full  explanation  of  the  purpose  and  the  process  of  employee  performance 
review.  Detailed  instructions  for  completing  this  form  are  presented  in  the  EPRS  Supervisor's  Guide. 

JL    P«H  ormance  Planning:  Employee  and  supervisor  mee/  to  plan  the  work  for  the  year 

J\  21  Discuss  contributing  role  of  employee  in  unit  SI  Discuss  and  finalize  the  duties  and  criteria 

Primary  Job  Duties  and  Performance  Criteria:  On  the  reverse  side  list  the  employee's  primary  job  duties  from  the  most  current  position  descrip- 
tion and  the  performance  criteria  which  will  be  used  to  evaluate  the  employee's  performance  of  these  duties  during  the  performance  period. 
Copies  of  the  reverse  may  be  used  if  more  space  is  needed. 


Signatures: 


y*£dUM.A> 


£Hb*£- 


Employee/date  flfjll 
Comments  attached:    D   yes         S    no 


Supervisor/date     //-?'£"7 
□  yes        H* 


no 


*-  Reviewer/date      tf/jf/?/ 

□  yes       W  no 


B  Progress  Review:  Employee  and  supervisor  meet  to  help  the  employee  meet  criteria 
El  Discuss  progress  for  each  duty  ffl  Assign  advisory  rating  for  each  duty 

H  Assign  advisory  rating  for  overall  performance 

Progress  Review  Summary  Rating:       fmeetT)  exceeds  below 

Supervisor's  Comments:  Natalie  is  adapting  well  to  our  procedures  here  at  the  Langley  Office. 


< 


+ 


> 


Signature*:     %t*lgLALM£*±iL filMlCf    jiiiMi pjnu**      JoorrvH 

Employee/daje     I J  12.1  &%                         Supervisor/date        ///a/5S'  Reviewer/date       ///2/6*y 

Comments  attached:    D  yes        SI   no D  yes        Bj   no D  yes        HI 


no 


< 


* 


Annual  Review:  Employee  and  supervisor  meet  to  evaluate  job  performance 

&  Discuss  job  performance  over  whole  year  EL  Rate  performance  for  entire  year  for  each  duty 

0  Rate  overall  performance  for  entire  year  HI  Formulate  a  Development  Plan  at  the  option 

of  the  employee— Plan  attached:  Eyes  L3  no 


Annual  Review  Summary  Rating:  ^meety  exceeds  below 

Supervisor's  Comments  (explain  ratings  of  exceeded  or  below  expectations,  unanticipated  contributions,  areas  of  improvement  and  unusual 
attendance  patterns):  Natalie  has  proven  to  be  quite  a  resource  to  this  office  since  her  transfer  here  last  July.  Our  field  inspectors  now  rely 
on  her  as  a  key  link  for  conveying  operational  and  administrative  information  to  the  Central  Office. 

Supervisor:    HMJll'r/L     MUjftb  b/tflW 

f  signature/date 

Employee:  I  H  agree    D  disagree  with  this  evaluation. 
Employee's  Comments: 


+ 
* 


Emr 


^ployee:     lystZbp  J{ .  Afmthtt.   bftolZT 
signature/date 
Reviewer's  Determination:  On  the  basis  of  my  review  I  have  determined  that  the  employee's  rating  is: 

t^fneets)  exceeds  below 

Reviewer  s  comments:  I  join  with  Natalie's  supervisor  in  commending  her  for  the  role  she  has  assumed  at  the  Langley  Office. 

7/5 /8B 


k  i  a 


Reviewer 


signature 


iignatufe/date 
Employee:  I  [Hi  agree    D  disagree  with  the  reviewer's  determination.  Employee's  final  comments: 


Fmp.oy.P-  1U£k&c  M.  $&&£*  7/c/rr 

signature/date 
Numberof  days  off  the  payroll Q. Numberofdaystardy 2_ 


Attendance:  Numberof  days  sick  leave  used fL 
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Ending  Stage  C  and  Preparing  for  Next  Year's  Evaluation  Cycle 

Your  planning  for  the  next  evaluation  cycle  will  start  very  soon  after  you  finish  Stage  C.  Before  you  end 
Stage  C,  set  a  time  to  meet  with  the  employee  to  begin  Stage  A,  Performance  Planning,  for  the  new 
year. 

Be  sure  you  keep  a  copy  of  the  employee  development  plan,  if  you  and  the  employee  wrote  one.  You  will 
attach  it  to  the  employee's  new  EPRS  Form  when  it  is  developed  in  Stage  A  of  the  new  year. 

This  finishes  Stage  C. 

Here  is  a  check  list  of  the  steps  in  Stage  C.  Use  it  to  be  sure  you  have  done  all  of  them. 

Check  List  for  Stage  C 

1 .  Prepare  for  the  Annual  Review  meeting 

2.  Review  Stage  C  with  the  employee 

3.  Discuss  and  rate  performance  for  each  duty 

4.  Discuss  and  rate  overall  job  performance 

5.  Discuss  and  write  down  an  employee  development  plan  if  the  employee  wants  to 

do  this  

6.  Sign  the  form  and  get  signatures 

7.  Set  a  time  for  next  year's  Performance  Planning  meeting  
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Addition  to  Chapter  Three: 
Role  of  the  Reviewer  for  Stage  C 

In  Stage  C  the  reviewer  helps  the  supervisor  get  ready  for  the  Annual  Review.  The  reviewer  goes  over  the 
EPRS  form  and  makes  the  final  ratings. 

Help  the  supervisor  prepare  for  EPRS 

The  reviewer  should: 

1.  Explain  how  to  use  the  EPRS  rating  scale  for  the  duties  and  criteria  on  the  employee's 
EPRS  form.  If  asked,  the  reviewer  should  explain: 

•  How  to  rate  an  employee  whose  performance  has  improved  greatly  in  the  last  few 
weeks. 

•  How  to  avoid  simple  averaging  of  the  ratings  in  making  the  overall  rating. 

2.  Explain  how  attendance  affects  the  ratings. 

Review  the  results  of  Stage  C 

Here  the  reviewer  makes  sure  that  the  results  of  Stage  C  make  sense.  When  the  EPRS  form  is  given  to 
the  reviewer,  the  reviewer  should  ask: 

1.  Does  the  material  on  the  EPRS  form  make  sense? 

•  Are  the  ratings  consistent  with  job  performance  and  with  the  performance  criteria? 

•  Are  the  comments  logical  and  related  to  job  performance  and  the  performance 
criteria? 

•  Is  there  consistency  of  ratings  across  supervisors? 

2.  If  an  employee  development  plan  was  written: 

•  Does  the  work  unit  have  the  resources  to  carry  out  the  plan? 

•  Is  the  employee  development  plan  workable? 

3.  Was  the  EPRS  form  filled  out  correctly? 

•  Was  each  duty  rated  and  were  comments  made  as  needed  on  the  EPRS  form? 

•  Was  the  overall  rating  completed  on  the  front  of  the  form,  and  comments  made  where 
needed  (for  "exceeds"  and  "below"  ratings)? 

•  Is  the  employee's  attendance  filled  in? 

•  Is  the  form  signed  by  the  employee  and  supervisor? 

•  If  developed,  is  an  employee  development  form  attached? 

Make  the  final  rating 

The  reviewer  makes  the  final  rating,  based  mainly  on  the  supervisor's  ratings,  the  reviewer's  knowledge  of 
the  employee's  performance  and  on  the  comments  on  the  form.  The  reviewer  must  write  a  comment  on 
the  form  if  the  final  rating  is  "exceeds"  or  "below".  If  the  reviewer's  final  rating  is  different  from  the 
supervisor's,  the  reviewer  should  discuss  this  with  the  supervisor.  Then  a  joint  meeting  of  the  employee 
and  supervisor  and  reviewer  may  be  held  for  the  reviewer  to  explain  the  new  rating. 


Notes 
C-14 


Forms 


1.  E.P.R.S.  Form 


2.  Rating  Scale 


3.  Employee  Development  Plan  Form 


<t 


NAME: 


The  Commonwealth  of  Massachusetts 
EMPLOYEE  PERFORMANCE  REVIEW  FORM 

Evaluation  Year: 


Agency:  . 
Job  Title: 


Location/Unit: 


Functional  Title: 


Supervisor: 


Reviewer: 


The  employee  and  supervisor  should  consult  their  EPRS  Guide  for  a  full  explanation  of  the  purpose  and  the  process  of  employee 
performance  review.  Detailed  instructions  tor  completing  this  form  are  presented  in  the  EPRS  Supervisor's  Guide. 

Performance  Planning:  Employee  and  supervisor  meet  to  plan  the  work  for  the  year 

□  Discuss  contributing  role  of  employee  in  unit  □  Discuss  and  finalize  the  duties  and  criteria 

Primary  Job  Duties  and  Performance  Criteria:  On  the  reverse  side  list  the  employee's  primary  job  duties  from  the  most  current  position 
description  and  the  performance  criteria  which  will  be  used  to  evaluate  the  employee's  performance  of  these  duties  during  the 
performance  period.  Copies  of  the  reverse  may  be  used  if  more  space  is  needed. 

Signatures: 


Comments  attached: 


Employee/date 
□  yes       □  no 


Supervisor/date 
D  yes       □  no 


Reviewer/date 
D  yes       □  no 


B  Progress  Review:  Employee  and  supervisor  meet  to  help  the  employee  meet  criteria 
D   Discuss  progress  for  each  duty  Q  Assign  advisory  rating  for  each  duty 


D  Assign  advisory  rating  for  overall  performance 

Progress  Review  Summary  Rating:  meets  exceeds 

Supervisor's  Comments: 


below 


Signatures: 

Employee/date 

Comments  attached:   D  yes        D   no 


Supervisor/date 
□  yes       □  no 


Reviewer/date 
□  yes       □  no 


C  Annual  Review:  Employee  and  supervisor  meet  to  evaluate  job  performance 
D  Discuss  job  performance  over  whole  year  D  Rate  performance  for  entire  year  for  each  duty 

□  Rate  overall  performance  for  entire  year  □  Formulate  a  Development  Plan  at  the  option 

of  the  employee— Plan  attached:  □  yes  D  no 

Annual  Review  Summary  Rating:  meets  exceeds  below 

Supervisor's  Comments  (explain  ratings  of  exceeded  or  below  expectations,  unanticipated  contributions,  areas  of  improvement  and 
unusual  attendance  patterns): 


Supervisor: 


Employee:  I  D  agree    D  disagree  with  this  evaluation. 
Employee's  Comments: 


signature/date 


Employee: 


signature/date 
Reviewer's  Determination:  On  the  basis  of  my  review  I  have  determined  that  the  employee's  rating  is: 

meets  exceeds  below 

Reviewer's  comments: 


Reviewer: 


signature/date 
Employee:   lD  agree    □  disagree  with  the  reviewer's  determination.  Employee's  final  comments: 


Employee:. 


Attendance:  Number  of  days  sick  leave  used 


Number  of  days  off  the  payroll 


signature/date 
Number  of  days  tardy 


Primary  Job  Duties/Performance  Criteria 

Page of 


f  Duty :  * 

Performance  Criteria:  (Performance  is  successful  if:) 


ACTUAL  PERFORMANCE: 

Progress  Review:  meets  exceeds  below  Annual  Review:  meets  exceeds  below 

Progress  Review  Comments:  Annual  Review  Comments: 


> 


Duty 


Performance  Criteria:  (Performance  is  successful  if:) 


ACTUAL  PERFORMANCE: 

Progress  Review:  meets  exceeds  below  Annual  Review:  meets  exceeds  below 

Progress  Review  Comments:  Annual  Review  Comments: 


Duty 


Performance  Criteria:  (Performance  is  successful  if:) 


ACTUAL  PERFORMANCE: 

Progress  Review:  meets  exceeds  below  Annual  Review:  meets  exceeds  below 

Progress  Review  Comments:  Annual  Review  Comments: 


< 


Duty 


Performance  Criteria:  (Performance  is  successful  if:) 


ACTUAL  PERFORMANCE: 

Progress  Review:  meets  exceeds  below  Annual  Review:  meets  exceeds  below 

Progress  Review  Comments:  Annual  Review  Comments: 


EPRS  Rating  Scale 


Exceeds 

Performance  is  greatly  above  the  job  requirements.  Generally  the  employee  goes  well  beyond 
the  performance  criteria,  doing  outstanding  work.  Job  performance  is  excellent,  and  above  and 
beyond  what  is  expected  cf  employees  in  this  job.  The  employee  requires  less  than  usual  super- 
vision. Performance  that  exceeds  criteria  is  due  to  the  effort  and  ability  of  the  employee.  Any 
performance  "below  criteria"  is  minor  or  due  to  events  not  under  the  control  of  the  employee. 
The  employee's  performance  may  have  an  important,  positive  effect  on  how  well  the  work  group 
does,  overall.  The  employee's  performance  is  superior. 

Meets 

Performance  satisfies  the  job  requirements.  Generally  the  employee  performs  according  to  the 
criteria,  doing  a  good  job.  The  employee  is  doing  the  job  at  the  level  expected  for  employees 
in  this  position.  The  good  performance  is  due  to  the  employee's  own  effort  and  ability.  Usual 
levels  of  supervision  are  needed.  The  employee  may  make  a  strong  contribution  to  meeting  the 
work  group's  goals.  A  large  number  of  employees  will  fall  in  this  category.  This  rating  includes 
a  broad  range  of  performance,  from  just  barely  satisfactory  to  highly  satisfactory. 

Below 

Performance  generally  fails  to  meet  criteria  or  requires  extremely  high  levels  of  supervision.  The 
employee  is  not  doing  the  job  at  the  level  expected.  Unsuccessful  job  performance  is  due  to  the 
employee's  own  lack  of  effort  or  ability.  The  employee's  performance  may  hurt  the  performance 
of  the  work  group,  overall.  The  employee's  performance  is  unsatisfactory. 


EMPLOYEE  DEVELOPMENT  PLAN 

NAME: Supervisor: 

Agency: Location: 

Position: 


Evaluation  Year: Date: 

Goals:  (what  the  employee  is  working  to  accomplish) 


Plan: 

DEVELOPMENT  ACTIVITY                                         LOCATION  PLANNED  DATE(S) 

(Which  development  (Where  development  (When  will  development 

activity  will  be  done)  activity  will  be  done)  activity  begin  and  end) 


Employee  Comments: 


Employee's  Signature  Date 

Supervisor's  Comments: 


Supervisor's  Signature  Date 

Reviewer's  Comments: 


Reviewer's  Signature  Date 


1=d 


I 


